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WINTER, 1949 


Editorials 


OUR NEW LOOK 


Change, are assured the best authorities, good 
for us, and somewhat belatedly, beginning our eighth year 
publication, are undertaking the journalistic equivalent 
ocean voyage. Through the kindness the Grant 
Foundation which has underwritten the journal for period 
three years, are now able take some the steps 
think will lead marked improvement. necessity, 
this will involve considerable experimentation, but with the 
cooperation our readers and contributors, hope will 
achieve more useful and interesting publication within 
very short time. 

Some the changes were obvious the moment the journal 
was received the mail. The change cover, title and 
format are all designed give the journal greater 
appeal and create wider audience. regretted the 
dropping the title Applied Anthropology from the mast- 
head and the promotion the subtitle Human Organiza- 
tion its place. Nevertheless, came the conclusion 
that “anthropology” has too many varied connotations 
the public mind for easily overcome this date and 
that many potential readers were being lost because what 
for them was incongruity association. Being able 
print makes for more attractive appearance and has 
great advantage from the contributor’s point view that 
can order many reprints his article wishes 
low cost, situation not possible under the previous method 
publication. 

have started new sections which will appear regularly, 
and which course differ from our former practice. 
begin with, this section indicates, the editors intend 
enjoy the luxury editorial opinion. They believe that 
many things take place that are worthy comment, and 
that far possible within the limits scientific pub- 
lication, expression opinion may serve crystallize 
issue, and occasion help the development pro- 
fessional point view. 

People and Projects, our section the activities our 
membership and events interest them can only 
escape the perfunctory get your cooperation. hope 


you will make practice letting know what going 
on, that can build informed and closely knit 
membership. 

have discussed length the section Field 
Methods and Techniques the reason think this develop- 
ment should prove importance. hope the reader 
will find this section one the most useful parts the 
journal, and one which will turn automatically 
future issues. 

Our Reviews the Literature section starts under handi- 
cap which may well faced the outset. intend be- 
gin our next issue section abstracts important papers 
the field well comments the applicability and 
value their contributions. this section are rather 
severely limited the small number books appearing 
which can properly regarded being the field. Since 
endeavor cover wide variety disciplines, would 
appreciate hearing from our readers about books they think 
might interest and worthy review. Similarly, 
will welcome any suggestions with regard articles ap- 
pearing the many journals these fields which should 
abstracted and brought the attention our readers. 
hope provide systematic coverage the literature 
the field human relations, and although can 
means achieve this the beginning shall our best 
reach that goal before too long. 

are planning other sections, but primarily shall 
limit them subjects interest all our readers, such 
the Field Methods and Techniques section, rather than un- 
dertake sections having with regions limited prob- 
lems have the past. Such material receive 
under these classifications may used articles the 
main body the journal may included the section 
People and Projects. 

Among all these hopeful changes our fundamental point 
view towards the kind material wish publish 
the journal remains unchanged, but with the addition 
managing editor our editorial pencil can sharpened. 
hope able encourage the writing brief ar- 
ticles, least comparison with those commonly appear- 
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ing the field, believe that one the factors hin- 
dering the acceptance work now being done tendency 
use too many words. think also that the avoidance 
complicated words and jargon should the practice 
every writer this field, particularly our case, where 


ent professional areas, who are interested many subjects. 
still hope able limit our publications descrip- 
tions actual situations and generalizations derived from 
such descriptions—what called academic circles, first 
order abstractions, meaning the recording concrete hap- 
penings between people. the interest such conclusions 
are prepared undertake the publication quite re- 
fined statistical material, but want able un- 
derstand all the steps involved the process. 


short, one contribution the development 
science human organization, hope increase com- 
munication among the scattered and diverse workers the 
field insisting, within the limits practicality and mercy, 
the use simple English wherever possible. Where manu- 
scripts are returned with such suggestions for change, 
hope the writers will receive our suggestions good part, 
recognizing that have all over the years tended 
seek refuge professional obscurities. 


ATOMIC PHYSICS AND THE 
MANAGEMENT MEN 


the February issue Fortune, two articles run side 
side whose juxtaposition, deliberate otherwise, seems 
the editors point convenient moral. The first these 
articles, Management Men” analysis and 
summary such familiar developments the field 
human relations industry the work the Western 
Electric Company; the second, the 
account the evolution that branch atomic physics 
having with cosmic rays. 

Although Fortune does not itself make the point, the 
contrast between the two ways tackling problem 
striking one. Granted the differences the tools available 
the two fields the outset, both begin with the empirical 
observation that certain kinds happenings occur whose 
incidence seems interest the inquisitive investigator. 


the early study cosmic rays, little was known except 
that they occurred everywhere, and most the research was 
concerned with trying track these occurrences down and 
make some sense them. This period was called the “earth- 
plumbing, mountain climbing era,” and physicists literally 
spent their time trying measure the rays the depths 
the catacombs Paris and mountain peaks. Eventu- 
ally, was demonstrated that the higher you went the 
greater the ionization, and hence these rays could not 
earth-originated. Millikan then made series measure- 
ments and formulated hypothesis reconcile their occur- 
rence with the wave theory light. Compton and others 
disagreed with this theory and proceeded map the oc- 
currence cosmic ray intensities world-wide basis. 
From these measurements, they were able show that the 


intensities varied function geomagnetic latitude. 
this were the case, followed that the rays should take 
consistent direction with regard the north-south meridian. 
test the hypothesis, ingenious combination Geiger 
tubes was set measure the direction, and the results 
applying this system measurement demonstrated that 
the hypothesis was accord with the facts. 

each stage development thereafter series meas- 
urements were made, hypothesis was formulated explain 
(describe) the measurements and proved experimentally 
devising means checking the hypothesis through the in- 
genious construction instrument which new meas- 
urements could obtained bearing directly upon the point 
issue. 

its discussion industrial relations, Fortune dates the 
beginning the present approach from the discovery that 
better management-labor relations could achieved in- 
creasing what calls communication between the worker 
and his boss. Without concerning ourselves with more 
sophisticated definition communication, what then hap- 
pens? Instead multitude workers company after 
company trying record systematically the occurrence 
“communication,” only casual references appear the 
literature. Most these are concerned with pointing out 
the basis the Hawthorne studies that communication 
good thing; for years one even considered the possi- 
bility making systematic observations the occurrence 
“communication” each level supervision, manner 
analogous that the physicist. Granted the absence 
system measurement, still our common experience tells 
that begin achieve such system asking: how 
often, how much, how long, when, where and with whom. 

face the first major difference between the fields 
neatly brought out the two articles: the lack 
comparative study the particular phenomena, 
the basis which generalizations can made leading 
towards greater refinements observations; and the formu- 
lation hypotheses which can then tested. 

After formulating hypothesis about the importance 
increasing communication, decisions are made ways 
which communication Western Electric 
develops its counselling program; IBM cuts down its levels 
supervision; General Electric constructs 
job package its employees. Each company 
presumably convinced that its way the com- 
pany has subjected its program the further test re- 
cording the ensuing packets communication, their fre- 
quency and location, determine whether they have in- 
creased, and not, what factors are operating interfere, 
explained some new hypothesis. 

unfair belabor the industrial companies, since this 
failing characterizes the whole field human relations. 
Nevertheless, one wonders why, with industry’s experience 
engineering and scientific research, very expensive pro- 
grams are not based something more than mere assump- 
tion. And one can wonder where might today 
years ago had followed systematically the procedures 
which have far worked successfully the other sciences. 
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Individual Hostility 


and Group 


Erich Lindemann, M.D. 


(Editor’s Note: The following two articles are Dr. 
Erich Lindemann the Mental Health Service, Harvard 
School Public Health and the Department Psychiatry, 
Massachusetts General Hospital. The first describes the 
way which what commonly called hostility can only 
understood within the context interacting groups; the 
second, the organization and aims psychiatric service 
general hospital. They are published together because 
the editors believe that the reader will gain clearer un- 
derstanding the kinds teamwork necessary between 
the members the staff the psychiatric service dealing 
with the specific cases discussed the first paper has 
available description the service itself.) 


Hostility between adult individuals and groups, which 
the following article focused, urgent concern not 
only the psychiatrist but every citizen the world 
today, because the rapidly expanding destructiveness 
weapons violence. recent years, psychiatrists have be- 
come more and more conscious the challenge before them 
deal therapeutic manner not only with individual 
inclinations violence but with those nations and various 
groups within nations. 

Unfortunately, the lag social science, compared with 
the physical and biological sciences, responsible for 
baneful gap well-documented information concerning such 
everyday phenomena the creation hostile emotions 
and attitudes and their expression hostile acts. This study 
can only try clarify the concepts involved and point the 
direction possible solution the problems created 
hostility. shall confine myself clinical observations with 
some reference few experiments social psychology. 

The word hostility, hostile impulses, used psy- 
chiatry, often meant synonymous with aggression. 
may well say from the beginning that believe 
hostility more restricted concept than aggression. 
The latter refers acts mastery, determined manipula- 


*Presented the annual meeting the American Psychiatric 
Association New York, May, 1948, part symposium 
the genesis hostility. 


tion and executive behavior, which may often quite free 
from the harmful destructive quality inherent hostility 
proper. should mindful also that one must distinguish 
the overt hostile act from hostile emotion, from more lasting 
hostile sentiment, and from covered hostility, 
only from various apparently non-hostile fragments be- 
havior, which their context, unknown the actor, have 
hostile effect often described “unconscious hostile 
Immediately there arises one the basic questions con- 
cerning the innate acquired nature hostile impulses. 
Since Cannon’s! work are aware the physiological 
processes involved the emotions rage, and the attend- 
ing hostile behavior animals. doubt there definite 
physiological apparatus make hostile action possible. 
Bard’s? work sham rage, which was later amplified 
Rioch,? has given some knowledge the anatomical 
substratum requisite for the occurrence the rage pattern 
upon perception inimical stimuli. Man shares with certain 
carnivores the biological method food acquisition which 
predatory relation other animals—the capacity 
hunt, hold, kill and devour other living beings inherent 
our biological makeup. The problem hostility does not 
arise this area; only other human beings are involved 
targets violent destruction this concept applicable. 
The deliberate destruction inanimate objects children 
and persons violent rage can often shown in- 
strumental harming other individuals groups. 
Whether individuals are born more less liable 
hostile action not answered genetics. (It possible 
breed more aggressive and less aggressive strains ani- 
mals, for instance, mice. has studied these re- 


Cannon. Bodily Changes Pain, Hunger, Fear and 
Rage. Appleton Co., New York, 1915. 

Bard. emotional expression after decortication with some 
remarks theoretical ‘views. Psychological Review, Vol. 41, pp. 
309-329, 424-449, 1934. 

preoptic hypothalmic and hypophyseal terminology. Res. Pub. 
Assoc. Res. Nerve. Ment. Dis. Vol. 20, No. 1940. 

W.C. Allee. Social Life Animals. Norton Co., New 
York, 1938. 
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lation problems dominance animal societies.) No- 
body seems have identified genes relating potential hos- 
tility man. There are, however, individuals whose 
skeleto-muscular forms range from large small, and this 
difference appearance, well the reservoir and equip- 
ment for violent social action, may well determine the 
social factors relating the development degrees 
hostility. The small person, resentful his size, much 
the cripple restricted freedom mobility, might more 
hostile than the strong person whose strength secures him 
dominance and access emotional rewards. 


far the more important sources hostility are the 
learned responses engendered the type social inter- 
action which individual has been exposed from the 
early days his life, and from the type group organiza- 
tion which part. this area that would like 
report some observations. 


may said that the child who has learned control 
those acts attaining satisfaction his needs which in- 
terfere with the need-satisfactions others, has had 
abandon certain modes behavior and replace them with 
others not obviously inimical others. the same time, 
has become aware that killing the enemy wartime leads 
decoration for his father, that beating the other 
fellow the street gains him prestige among his comrades, 
not parental acclaim, and that his father’s success 
getting the better business competitor source 
pride the whole family. other words, there approved 
hostility and illegitimate hostility. more important 
identify each group with its kind hostility than have 
general code concerning hostile acts. 


seems old question ask again for the primary 
source hostility human interaction. The appealing 
answer, documented well that frustration, 
that interference with goal-directed action, will arouse 
hostile impulses; that the more severe the interference the 
more severe the hostility; and that situations challenge 
loss which involve frustration are often shown fol- 
lowed sequence hostile impulses and actions. The 
frustration theory hostility has been widely accepted. 
Rosenzweig® has traced the consequences frustration 
terms extra-punitive and intra-punitive hostile behavior, 
and the psychoanalytic literature full examples the 
variety ways which the hostile response, begotten 
frustration deprivation, may inhibited, delayed re- 
placed apparently non-hostile reactions, disappear alto- 
gether, reactivated subsequent provocation. 


the last few years, increasing doubt has been cast 
the all-exclusive role originally assigned the frustration 
situation the source hostility. David Levy’ pointed 
out that not all frustration leads hostility. That is, 


Frustration and Aggression. Yale University Press, New Haven, 
1939. 

Saul Rosenzweig. Outline Frustration Theory. Person- 
ality and the Behavior Disorders. Ronald Press, New York, 1944. 


Levy. The Hostile Act. Psychological Review, Vol. 48, 
pp. 355-361, 1941. 


instead may sometimes lead modification intensifi- 
cation the goal-directed behavior. seems that the prob- 
lem much more complex, and that great variety fac- 
tors are operating potential sources for hostility. Con- 
sideration such responses, terms the individual only, 
without due regard the structure the human group 
which they arise, apt over-simplify the answer the 
problem. 


The time characteristics the 
should first amplified. Security may considered state 
affairs which one does not anticipate any threat the 
prevailing methods securing rewards and satisfaction 
one’s needs. Insecurity, then, the awareness threat 
future frustration. important source gratification 
related individual’s status within the group, which 
determines the privilege expecting certain actions from 
others the group, and the obligation fulfil certain ex- 
pectations their part. Interference with group status 
this way, threatened interference, may brought about 
simply altering the number people the group; the 
arrival departure one person may serve source 
hostility. 

The term hostile tension has been used indicate 
state readiness for hostile action the face such 
threat, even though the target for action has not yet been 
found. Talcott taking threats security the 
starting point, has reviewed some features the social sys- 
tems which and our patients live, all having com- 
mon the production insecurity and ensuing hostile tension. 
The high rate social mobility given individual, 
the unstable family structure with rarely present father 
and reluctantly present mother, the lack continuity 
family and occupational life, and the exposure conflicting 
claims and demands made possible the over-development 
channels communication, all serve reduce the op- 
portunity carrying the present mode adjustment 
with success into the foreseeable future. The forces demand- 
ing the transition from one frame reference the other 
become the object hostile regard and are often personified 
become suitable targets for hostile action. Even indi- 
vidual who not frustrated any distressing degree may 
become participant hostile group sentiment groups 
which find consider themselves the victims arbitrarily 
imposed changes. person with large reservoir hostile 
tension will contribute channeling and expressing the 
development group sentiment into group action. 


insecurity widens the time pattern frustration, 
quantitative factor may introduced considering that 
accumulation minimal threats provocations angry 
responses may have the same effect instigating hostile 
reactions one powerful hostility-arousing event. This sort 
provocation does not have frustrating experience. 
hostile action the part individual group may 
arouse counter-hostility the immediate response the 
proper stimulus. The so-called rejecting mother, and the 


Parsons. Certain primary sources and patterns ag- 
gression the social structure the western world. Psychiatry, 
Vol. 10, No. 1947. 
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group surrounding individual with inimical emotional 
climates, may, the omission friendly acts, just 
the commission hostile deeds, create growing reservoir 
hostile tension requiring ever more primitive hostile acts 
for adequate discharge. recently pointed out the 
vicious circle which individual group once ready 
for hostile response gradually reduces the channels com- 
munication with the potential enemy, thus preventing rectifi- 
cation the early impressions hostility and redress 
friendly actions. Hostile isolation likely make hostile 
tension more enduring. The dammed-up hostility from other 
sources will then channeled against the enemy, and 
any efforts make the enemy unsuitable target will 
only arouse renewed and increased hostility. every psy- 
chiatrist knows, the communication hostile sentiments and 
their reappraisal terms the individuals groups re- 
sponsible for their creation crucial event successful 
treatment, for himself, transference, temporarily be- 
comes the target for hostile emotions. 


This list means covers all the possible sources, but 
can least form basis for considering the fate 
hostile impulses once they are aroused. Hostility, like other 
basic impulses, carries the demand for action: the removal 
destruction the stimulus. Should the stimulus agent 
disappear before can become the object hostile action, 
hostile response still requires execution against substitute 
targets. The powerful self-punitive response seen certain 
bereaved individuals after the death hated person sug- 
gests such mechanism. 

the original individual group becomes target for 
hostile action, the most direct and most primitive form 
such action killing and mutilation. But there also 
wide gamut other possible forms, ranging from such 
primitive behavior the many refined pursuits 
mentings victim which are still possible our culture 
and even within the law, for example, malicious gossip 
political blackmail. Nevertheless, there seems 
great readiness for the hostile response revert the 
most primitive form when pressure hostile tension reaches 
certain maximum. The profusion destructive fantasies 
frustrated individuals, the furious self-destruction 
melancholics, the arsenal substitute reactions and more 
less well-disguised defenses against hostility and reaction 
formations which have become common knowledge through 
psychoanalytic investigation, need hardly mentioned here. 

would like, rather, call attention another form 
transformation which has with the group relation- 
ships the individual aroused hostility: the degree 
which hostile impulses have held back from execution 
causes restriction the forms and execution, and their oc- 
currence likely inhibited the signal guilt re- 
actions. Anticipation self-punishment guilt feelings, 
expectancy group punishment, will serve counter- 
impulse block the hostile act keep relatively mild. 
is, however, quite possible for aroused individual 


Theodore Newcomb. Autistic hostility and social reality. 
Human Relations, Vol. No. pp. 69-85, 1947. 


seek make alteration his group’s attitude toward his 
hostile acts, setting the acts more permissible 
legitimate context time. observation made our psy- 
chiatric service the Massachusetts General Hospital serves 
illustrate this. 


22-year-old woman, who had been the loser bitter 
rivalry with more beautiful younger sister, remained 
depressed inhibition social interaction for the first three 
weeks after her admission the ward. She volunteered 
conversation, answered questions briefly possible, ate 
little, and was unresponsive attempts arousing her 
interest. psychotherapeutic interviews material was 
forthcoming. 


After three weeks, however, the other patients the ward 
began discuss new event: the Occupational Therapist 
was leaving the service. She was replaced young 
woman who was said very beautiful. The next day the 
patient was seen undergo remarkable change her rate 
activity and her group participation. She became the center 
lively group the ward, laughing and chatting gaily 
with the other patients, and appearing suddenly 
everybody’s friend, accepted all. She began eat well 
and showed trace depression. was discovered that 
she had organized bridge marathon which provided the 
ward population with employment and occupied them 
vigorous contest, making seem quite legitimate for them 
refuse the new worker’s invitations participate 
occupational therapy. 


This new state affairs lasted for three days, the new- 
changed patient being member the group, way 
conspicuous for depression hostile attitude. The entire 
ward was happy, and free for time from many the daily 
minor irritations which plague the interaction nurses and 
patients. The only troubled person was the worker. 


the third day, however, the house officer, concerned 
about the worker’s distress, prevailed upon one the 
women the marathon join the worker, arousing that 
woman’s guilt feelings. Within few hours the whole new 
group enterprise had collapsed, and the patient returned 
her previous isolation. That evening, indeed, she made 
suicide attempt. 

all this, the patient’s hostility had temporarily found 
substitute target. could executed, and legitimately 
so, because was disguised and made guilt-free through the 
new joint group action the ward. Once this new group 
action stopped, the patient’s hostility again had directed 
against herself. 

This sort observation probably familiar most 
psychiatrists charge therapeutic groups. But deserves 
further systematic investigation. The control which deter- 
mines license inhibition for hostile action apparently re- 
mains flexible, varying with the group attitude. turn, 
the hostility potential group may become channelized 
the presence particularly hostile single member. 
analysis the factors involved lynching and 


10. Sigmund Freud. Mass psychology and analysis the ego. 
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mob violence, and Fritz description the behavior 
adolescent boys who have formed groups gangs with 
special codes action, rigidly controlling the expression 
hostility within the group and facilitating hostile attitudes 
and actions against out-groups, provide ample illustrations 
this sort individual and group interplay. 


Talcott Parsons, the paper mentioned above, points 
out that nation grows the necessity avoiding in-group 
tension one the sources readiness hate and make 
scapegoat other national groups, adding the danger 
hostile action the form war. Nationalism, the fight 
for religious tenet and the struggle maintain national 
superiority, seem both broad and vague enough 
permit channeling hostility the direction poorly de- 
fined and little investigated out-groups. 


That the type organization prevailing certain 
group may have great influence upon the hostility felt and 
displayed its members, was shown the well-known 
experiments Lippitt, Lewin and which groups 
teen-age boys differing the type leadership structure, 
some having centralized leadership (called autocratic), and 
some with group-determined action (called democratic), 
were compared for the amount hostile expression and 
fighting recorded during certain standard observational 
periods. turned out that members the so-called auto- 
cratic group showed considerably more overt hostility than 
those the so-called democratic group, and that the same 
boy would alter his level hostile expression according 
the group which was member given time. 


special interest for our consideration are situations 
which there sudden disturbance group equilibrium. 
Individuals who acquire increment hostile tension 
situations not suspected them being capable dis- 
turbing them, namely states bereavement and the period 
following major surgical operations, may show remarkable 
changes group interaction. will not deal here with 
whether not the source the hostility primarily frus- 
tration involved the loss beloved person organ 
the body. are concerned rather with the disequilibrium 
group interaction observed have occurred the system 
human relations such individuals. 


marked increment hostile tension seems 
common consequence surgery. was directly expressed 
one our women patients who, during follow-up visit 
after hysterectomy, knocked out her surgeon sudden 
display violence. The majority such individuals show 
varying degrees self-punitive preoccupation, lowered 
threshold for irritation, inclination more harsh than 
before with their children and more critical those 
around them. They exhibit lowered resistance disturbance 
after encountering acts violence movies, radio programs 
newspapers. They show preoccupation with fears 


11. Redl. Group emotion and leadership. Psychiatry, Vol. 
pp. 578, 1942. 


12. Lewin, Lippitt, and White. Patterns aggressive 
behavior experimentally created “social climates.” Jour. Soc. 
Psychol., Vol. 10, pp. 271-299, 1939. 


violent events, and anticipation possible violent fate 
members their families. 


Their condition, which have called post-operative ten- 
sion state, and which clinical description comes close 
reactive depression, attains special significance when viewed 
event affecting family orbit. such orbit, the 
altered state the mother gives rise anxious concern 
the part the children, who blame their misconduct for 
their mother’s disturbed condition, the part the 
husband, who withdraws from interaction within the family, 
rationalizing his withdrawal avoidance disturbing the 
patient. Such disintegration the family pattern inter- 
action further increases dismay and tension the part 
the patient and leads vicious circle multiple malad- 
justments. 

Many occasions severe bereavement demonstrate with 
striking clarity how the loss recently deceased individ- 
ual, important link for the interactions the survivors, 
forces the survivors into hostile and belated execution 
hostile attitudes and actions which first become manifest 
only after his death. our recent studies have been 
greatly concerned with the reasons. for certain phenomena 
incorporation which the survivor acquires traits 
symptoms the member the family who has died. 
study interaction patterns the members family 
such situation showed that intolerable hostility between 
mother and daughter, for instance, might become manifest 
only after the husband’s death. 


young woman was brought the psychiatric 
out-patient department her mother because her stiff- 
ness, awkwardness and inability get along with anybody, 
and because the mother “couldn’t stand her the house 
anymore.” She had made arrangements for the daughter 
attend junior college but the patient had returned after 
few months and the same series hostile scenes developed. 
The girl had gone the mother’s sister with complaints, 
which had further infuriated the mother. was learned 
that the husband had died four years earlier, and that the 
mother had missed him because only had been able 
keep the girl check. the course psychiatric inter- 
views, the patient revealed that until the father’s death 
their’s had been happy family, that the wake the mother 
had accused the child lack affection and had forced 
her look into the coffin when the girl was afraid 
so, that since then she had begun hate her mother and 
now upset about her own hatred. She was afraid she 
might harm her mother and had often felt unusually strong 
for girl. She walked with long, mannish strides and kept 
herself erect. She had interest boys, some attraction 
girls, and made few social contacts. She was preparing 
join the Army, since her father had belonged 
Marines. Her overpowering hatred for her mother was her 
chief emotional concern. 


may surmise that oedipal rivalry, disguised and still 
holding the hope solution while the father lived, flared 
its most primitive form after his death. Either mother 
daughter may make desperate attempt retain his pres- 
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ence incorporating his features and acquiring actions 
previously witnessed his. 


The hostility which expression the disequilibrium 
the family after the loss one its members may 
complicated the fact that certain features the role 
previously assigned the deceased are now acquired one 
the survivors. 


boy years had lost his father two years before 
and had disturbed his mother because outbursts hos- 
tility and provocative behavior centering around the com- 
plaint that she was not treating him right and that she had 
respect for him. demanded that treated with the 
same concern she had shown for his father, and his excessive 
demands for affection, trust, and the assignment errands 
requiring more maturity than possessed, her. From 
psychiatric interviews, became clear that had aware- 
ness that his claims were not justified. They disappeared 
only after severe loss reaction had been worked through 
detail. His marked hostility his mother seemed him 
based her arbitrary refusal respect him she 
had respected his father. 


The disturbance the equilibrium family which 
the mother had married the brother the man who had 
jilted her was also brought our attention, when the son, 
aged 11, was referred through the children’s service 
because regional and marked malnutrition. Inter- 
views between the psychiatrist and the boy and the psychi- 
atric social worker and the mother soon established that 
the patient, who seemed the mother resemble her 
husband’s brother closely, had become the target strong 
hostile impulses which she was not aware and whose 
recognition she reacted with considerable guilt. the boy 
she had appeared cold and critical, frequently threatening 
him with desertion. the occasion eye muscle opera- 
tion for strabismus, she had left him the hospital emotion- 
ally unprepared. This case desertion seemed complete, 
and was then that his and intestinal disease had 
started. Upon the advice the social worker, the mother 
changed her manner toward the boy, who with added psy- 
chiatric support, proceeded gain weight rapidly, returning 
reasonable state well being. 


The boy’s weight rose from pounds over period 
about three months. that time, however, his father had 
developed severe anorexia and loss weight pounds. 
also described state apathy, lack interest, and 
depression with suicidal ruminations. detailed account 
the interaction the family showed evidence that spite 
his pleasure the boy’s improvement, the father felt more 
and more dissatisfied, had lost his appetite and felt that his 
wife was highly critical about things which previously had 
not troubled her, showing appreciation his efforts for 
the family his business. started eating away from 
home, would return late after spending the evening away 
from the house, and was then criticized for not showing the 
proper interest his family. 


During the course his discussions with the psychiatrist, 


came realize that had become the target his 
wife’s hostility without either them being aware it. 
His reaction was turn his secretary for affection and 
comfort. There was some improvement his depression 
and then desired reaccepted the family, telling his 
wife about his new liaison. She responded with outburst 
furious hostility against the secretary, who was fired 
her instigation. The husband again felt welcome and the 
nagging and hostility directed toward him ceased. But the 
little boy began lose his appetite, complaining his 
mother’s meanness, and feeling deprived the signs her 
affection which had been receiving. Once again needed 
psychiatric support. 


Meanwhile, the social worker discussed the surplus 
hostility with the mother, and became possible for her 
find target for outside the family, which was necessary 
she were keep its members safe. She became floor- 
walker department store, where she had legitimate 
opportunity aggressive and critical the workers 
under her. Considerably more psychiatric aid was required 
before she was able discharge interviews the hostility 
stemming from her original rejection the brother-in-law. 
clear that the increment hostility and hostile tension 
residing her operated effectively pathogenic agent 
typhoid colony might operate typhoid carrier. 
terms epidemiology emotional disturbances, this 
woman might considered carrier emotional dis- 
turbance. The mode dissemination disturbance within 
the group and the critical analysis other forms dis- 
semination could easily become focus study for the in- 
vestigator with sociological orientation. 


conclusion, seems important emphasize that 
are still the very beginning understanding the 
complicated processes the development and discharge 
emotions the individual, such the processes involving 
hostility described above. the past, psychiatry has culled 
most its information from detailed analyses isolated 
individuals. For purposes study, they have been too 
often considered living social vacuum, with 
system interaction with other human beings already about 
them. therapy, they have been too often placed new 
institutional group where human social interaction and stim- 
ulus was either not afforded them not critically observed 
controlled. Today, these same neglected aspects 
social interaction and stimulation that must turn. 
are justified having great hopes for new insights 
base our future studies squarely upon the emotional adjust- 
ments patients make the group. The evidence presented 
here shows something the basis this justification. 


making such future studies, must avail ourselves 
insights borrowed from the social psychologists and an- 
thropologists. With them, and with the objective psychi- 
atry mind—the controlling disorganized, untoward 
emotional reactions patients and normal persons alike— 
can, before too long, lay the foundations for preventive 
psychiatry, operating community setting. 
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University Psychiatric 


Erich Lindemann, M.D. 


Psychiatry university discipline implies much more 
than hospital work. The exact place the hospital 
determined our attitude towards the field psychiatry 
whole. 

From the historical point view, modern psychiatry has 
grown from two roots; namely, the study mental derange- 
ments symptoms central nervous system pathology 
the one hand, and the study illness maladjustment 
result disordered social interaction the other. al- 
most every case studied there appears the consideration 
neuro-physiological and so-called psycho-genic factors. 

The areas which psychiatric disturbances are found 
also include two different types problems. 
havior disorders the form illness such psychosomatic 
conditions, neuroses and work impairment based psycho- 
genic reactions. comprehensive study and understanding 
all these conditions necessary basis which de- 
velop articulate science psychiatry. 

Not all these disorders are considered the com- 
munity requiring hospital care. They are referred 
judges, priests, educators and social agencies, and many dis- 
orders are dealt with these agencies without having psy- 
chiatric consideration contributing psychiatric knowl- 
edge. The recent war has added the field the concern 
about rehabilitation individuals after undue stress, and 
the speeding convalescence after illness order 
save manpower. 

The psychiatrist’s area concern complex indeed. His 
scientific job further complicated the fact that has 
both applied scientist discoverer basic 
facts. Modern social psychology could not exist without the 
fundamental clinical observations Freud: man patient 
the laboratory. The psychiatrist’s task, therefore, presénts 
the combination service and research great variety 
directions. 

The service function often becomes urgent under the 
pressure community needs that research institute 
swamped demands and apt lose its original goal 
trying keep pace with such demands. The better its 
work, the more the demands will increase. have clear 
picture the optimal size the institution and the optimal 


*Read the Third International Congress Mental Health, 
London, August, 1948, 


case load handled the staff prerequisite any 
well-functioning psychiatric unit. Large community clinics 
and research centers large state hospitals are not likely 
make the same contribution organizations with well 
safe-guarded limits their case-loads. 

Another danger isolation both service and research. 
psychiatrist alone soon becomes preacher the wilder- 
ness. develops language which nobody understands but 
his intimate confreres. needs continual exchange with 
his fellows other medical disciplines preserve common 
language and frame reference which can shared. 

research unit, the psychiatric service must flexible 
enough accommodate the physiological and the social 
science approach. Unfortunately, seems fact that 
the leader such unit usually gifted only one 
the two fields. either descriptive manipulative 
physiologist, psychotherapist with intuitive gifts. The 
least expect him that tolerate intensive inquiry 
into areas other than his own without offering destructive 
criticism. Historically, the pendulum has been swinging 
away from emphasis physiology the direction 
considerations predominantly social. This good that 
compared with physiology, social science many steps be- 
hind its scientific development. This does not mean that 
physiological inquiry, especially along biochemical lines, will 
not again become exceedingly important for the understand- 
ing social phenomena. any case, the student psychi- 
atry will expect the department give him access all 
the knowledge that has been made secure, help him dis- 
tinguish mere opinion from established fact, and give 
him chance participate that area psychiatric in- 
quiry which most gifted. 

The department psychiatry must cover least six 
areas concern, namely: the psychoses, criminal behavior, 
child psychiatry, psychological medicine, preventive psy- 
chiatry and the maintenance community mental health. 
Where should one make the center? Many solutions are 
possible, and indeed loose federation variety insti- 
tutions staffed men with equal scientific integrity and 
opportunity for mutual fertilization should quite success- 
ful. The historical development large metropolitan areas, 
such Boston, proves this. 

had choose, would naturally prefer the sort 
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center with which have been psychiatric 
unit large general hospital that has the confidence 
the entire community. The psychiatrists have access all 
the patients who, when received into the emergency wards 
out-patient department, appear the admitting physician 
psychiatric problems. Furthermore, where permitted 
participate close check-up admissions, the psychi- 
atrist may often identify those cases which not impress 
psychiatric problems first sight. Much his knowl- 
edge and instruction, using observations limited so-called 
psychiatric conditions, will fall into place only when 
can see them the light observations other types 
patients the general hospital wards. through such 
comparisons that can discover the relative effect psy- 
chiatric illness certain kinds social constellations already 
familiar. 

The interaction with other services cannot too close. 
The most fruitful way working create work teams 
internists, psychiatrists and surgeons. have succeeded 
the gastro-intestinal, allergy, skin and endocrine clinics, 
having each patient become the joint concern the three 
specialists, handled the man whose field seems 
most important the patient and who most likely 
help him. are also the way having each patient 
who enters the hospital undergo examination psychi- 
atrist, who acts specialist human relationships and 
emotional responses. 

have found that the actual psychiatric ward service 
can relatively small, less than beds 800-bed 
hospital, the remainder the work being done other 
services. The ward arranged for patients who are active 
during the daytime and not need beds, with small sub- 
division for those who need continuous supervision. Two 
residents, one interne and two research fellows are sufficient 
intensive therapy. out-patient service, staffed with 
full-time man and two-afternoon-a-week assistants, with 
appropriate social service and psychological staff, are able 
carry about 800 new referrals and 4,000 visits year. Al- 
most all these patients are referred from within the hos- 
pital, and the demand steadily increasing. 

the light such numbers and the increasing demand, 
new and quicker methods diagnosis are badly needed 
present and will become more begin act the 
realization that another member the new patient’s human 
environment equally sick he, perhaps even more 
urgent need treatment. 

Once received, the patient may followed the 
psychiatrist into medical surgical wards, may have 
period intensive work, averaging month the psy- 
chiatric service proper. Here provided with home, 
occupation, recreation and human companionship. have 
considered, but not yet carried out, plan for dispensing 
with bed residence entirely for many patients, having them 
participate daytime activities day clinic. The daily 
interviews which form the core the treatment may 
given the patient for many months, may transferred 
closed hospital special schools and rehabilitation 
centers. While the ward, becomes member the 


ward community, under continual observation and free 
reenact the ward his important emotional 


ing other patients staff members serve 


for the associates his disturbed human relationships 
the outside world. 

secure such observations, important for the 
psychiatric work team always close touch and op- 
erate unit. unfortunately true that the division 
labor between psychiatrists, psychologists and social workers 
not always well defined. All three them often wish 
become psychotherapists their own right. The human 
need for helping and mothering expressed such desire. 
Psychologists have become particularly conscious their 
potential contribution since the last war. Intra-team tension 
not always avoidable, but can minimized plan 
organization such the following, which have adopted. 

The social worker operates intake agent. She dis- 
cusses the new referral with the psychiatrist charge, and 
works out program steer the patient through the vari- 
ous services will require. She maintains contact with 
the family, interprets the treatment the relatives, and 
works out program for the patient’s return the com- 
munity. She advises, instructs and often changes the attitude 
the key person the patient’s human environment—with 
juveniles this usually the mother. other words, the 
social worker responsible for evaluating the social milieu 
and returning the patient it. Her function both execu- 
tive and advisory. 

The psychologist deepens and clarifies the diagnosis made 
psychiatric interviews and becomes diagnostician and ad- 
viser the other members the patient’s human orbit. 
Where the mother has morbid attitudes, the child who hap- 
impaired member the family. The other children (if 
any) also need evaluation and, probably, care. Perhaps they 
are impaired only sub-clinical level. they are sick they 
are referred patients. they well spite the mother, 
their method adjustment important source in- 
formation for the psychologist. 

The psychiatrist functions therapeutic exploration. 
all possible should have psycho-analytic training. His 
daily interviews with patients are recorded verbatim, and 
ward rounds reports the content his interviews. 
reports those patients who need changes routine, but his 
instructions are given to, and carried out by, the house 
physician the nurse. 

The nurses participating the work team need special 
training dynamic psychology order tolerate the 
outbreaks misbehavior which are often the temporary 
results therapy. They must understand also the day day 
patterns group interaction which are such great con- 
cern the psychiatrist. 

this setup, the occupational therapist essentially 
group worker. Her traditional skills arts and crafts must 
matched her capacity observe and foster con- 
structive group relationships. 

From time time, the male nurse attendant has 
been replaced minister who has participated the 
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nursing part his training the psychiatric approach 
illness. While learning dynamic psychology, can begin 
see his pastoral vocation variety psychotherapy. 
stimulating for him compare his concepts and 
weigh his results scientific manner, becomes aware 
his role the maintenance community mental health. 

Altogether these workers endeavor provide the patients 
with experience much heightened human interaction. 
For emotionally impoverished individuals, this constructive 
group experience itself psychological therapy. 

The students psychiatry are integrated into the work 
team active participants. their fourth year they are 
prepared this, having had first year instruction 
basic social science, second year information about methods 
examination, and third year acquaintance with the various 
forms mental derangement. the fourth year they at- 
tempt therapy, and for the senior physician forestall 
their more serious mistakes. special problem arises from 
the turn-over student personnel. The patients tend de- 
velop surprisingly strong emotional tie their student 
physician and respond with resistance his successor, un- 
less careful method transfer used facilitate their 
acceptance the loss. 

The teaching medical students and all the other mem- 
bers work teams has integrated with the work 
the seniors. Much has done apprentice in- 
struction, giving the younger person the opportunity wit- 
ness the work the senior. 

The research functions psychiatric service must 
based laboratory providing neuro-physiological and 
biochemical methods investigation for all its subdivi- 
sions. far possible, prefer the work carried out 
physicians who also participate daily clinical experi- 
ence. The service also needs laboratory for psycho-social 
investigation. Unfortunately, the two types approach 
psychiatry mentioned the beginning this article, are 
still sometimes effective interfering with good teamwork. 
The physiologist, trained manipulate and control his sub- 
jects well-designed experiments, often impatient with 
the multitude concerns with minor fluctuations the 
emotional state which the sensitive psychotherapist must 
take into account. the other hand, the psychologist feels 
that the serial studies carried out the physiologist are 


often superficial and not the point. Also, only too true 
that many careful psychological studies not far beyond 
interesting but quite inconclusive anecdotal report. 
seems that are only the threshold mutual under- 
standing. 

The social sciences are bound make great strides, pro- 
vided are courageous experimenting with group 
constellations and group structure were studying 
least one social system—the dyad—in the therapeutic 
transfer situation. The latter sphere knowledge has made 
the psychiatrist eligible work equal footing with 
the sociologist, anthropologist, and social psychologist. 

Group observations within the hospital will have 
augmented sending psychiatrists increasing numbers 
anthropological field stations share the study 
social interaction people with different culture patterns. 
They may return their hospital with new methods for 
observation. The creation the Department Social Re- 
lations Harvard which combines psychiatry with three 
other social disciplines milestone this direction. 

seems true that teamwork research well 
service becoming more important. Equally true 
the fact that significant observations are longer made 
single scientists, but are carried out groups workers 
from several disciplines joint enterprise. 

Until recently seemed quite possible that the story 
psychiatry would written single textbook. are 
now cognizant great diversity concerns, new com- 
munity responsibilities, and various areas unchartered 
territory for research our contribution the study 
human relations. university department will stand fall 
dependent upon its capacity handle complex human re- 
lationships both inside and outside its own structure. 

department psychiatry then, complex organ- 
ization for service, teaching and research which uses the 
privilege intimate contact with patients and their families 
get further insight into the nature mental disorders, 
the same time contributing basic physiological and 
social sciences. must teach the psychiatric and medical 
professions and train new psychiatrists. must make use 
its discoveries further the understanding the whole 
community. must, indeed, important factor com- 
munity planning for better mental health. 
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Teamwork and Productivity 
Shoe Factory: 


Alexander Horsfall and Conrad Arensberg 


(Editor’s Note: the study social structure and 
groups human organization, much has been said the 
need for quantitative verification. With the exception 
Eliot Chapple’s work pair interaction and some the 
static sociograms the sociometric school sociology, 
studies interaction and group dynamics have not yet 
attained the exactitude description common natural 
science methods. 

interesting, therefore, present pioneer effort 
describe and measure the group shoe 
company workers. They consist several teams with com- 
mon flow work single department very ordinary, 
work-a-day factory. The used and developed here 
are the simplest operations human interaction. These 
operations, applicable all the social sciences, were suggested 
Chapple and Arensberg! and Chapple and Coon? and de- 
veloped many studies industrial sociology. simple 
terms, the operations identification the persons 
observed, (2) discrimination the order interaction 
(stimulus and response) between them, and (3) timing. 
“Content” here eliminated; order left. The authors 
describe not what these groups do, but when and how long 

From this description, get quantitative demonstration 
the existence “informal organization” the sort that 
has been widely discussed writings industrial sociol- 
ogy and psychology ever since the publication Manage- 
ment and the 

this paper, however, emphasis not the further 
demonstration that such teams “informally organized” 
workers exist. not even the more interesting point 


*This study was conducted research course 1938 under 
the direction Eliot Chapple. Alexander Horsfall, the Col- 
lege Business Administration, University Florida, was the 
observer and wrote the original paper. Conrad Arensberg, 
Chairman the Department Sociology, Barnard College, has 
since rewritten and enlarged upon the observer’s original deduc- 
tions. 

“Measuring Human Relations,” Chapple with the 
laboration Arensberg, Genetic Psychology Monograph, 
Vol. 22, 1940. 

Henry Holt Company, New York, 1942. 

Management and the Worker, Roethlisberger and 
Dickson, Harvard University Press, Cambridge, Mass., 1939. 


that not all such teamwork serves release “produc- 
tivity.” The factory department under discussion seems 
show that there limit the supposed relation between 
increase “informal social relations” and increase 
productivity. The limits the relationship between “release 
spontaneity” and “development fuller participation,” 
and the changes other social situations industry, (super- 
vision, grievances and communication “up the line,” staff- 
line activity, etc.) still remain worked out. The point 
interest that method observation presented that 
makes the study these phenomena social interaction 
and group structure quantitative, measurable, communicable, 
verifiable, generalizable. 

result this approach human relations, the sci- 
ence dealing with the dynamics human interaction—and 
thus with institutional structure and organization—can begin 
make concrete contributions data and method studies 
organization, incentive, and work-behavior the en- 
gineering and managerial fields, going far beyond present 
“diagnoses,” “understanding,” and “art.” Quantity the 
language science, and here quantity “human re- 


the Bottoming Room the ABC Shoe Company 
1938, four seven-worker teams, each performing the same 
series machine operations shoes, were located side 
side. They formed department group 28, all one room. 


Like many other such groups whom there have been 
reports since that time, these workers had informal organ- 
ization their own for allocating work, equalizing pay, 
and spreading and apportioning leisure periods during work- 
ing hours. This informal organization might called “re- 
that was outside management rules. The 
foreman knew its existence and might have reported it, 
but went independent him. Led few the older 
men the middle teams along the flow work which 
united them, the whole group kept the shoes moving through 
their machines pace that kept their pay constant 
level, despite incentive piece-rate. This meant allocating 
leisure and apportioning work, holding back while others 
“caught up,” submitting “informal group controls.” De- 
spite the attendant “loss” individual earners, these con- 
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trols were effect the ordinary run the department’s 
day. These informal controls, and the group operating under 
them, broke down only under stress special hurry orders 
under management pressure for production. Only then did 
the workers’ interaction revert the smaller teams im- 
mediate neighbors the manufacturing process. 


The ABC Shoe Company was manufacturer inex- 
pensive women’s novelty shoes, employing the average 
around 1000 persons and producing from 7500 10,000 
pairs shoes daily. Ownership and management the fac- 
tory had been the hands one family since began 
shoe repair shop years ago. The plant had grown from 
one-room establishment its present size—about 70,000 
square feet floor space—mainly successive additions 
its original buildings. 

large percentage the employees came from the im- 
mediate neighborhood; many cases there were several 
from the same family. About per cent the employees 
were women. Nearby stores accepted the factory’s pay checks 
cash, and the factory was important economic and social 
element the community. Many employees had been work- 
ing steadily for years more. Employee benefits, 
curtailed somewhat 1938, still included some medical and 
dental service, and trained nurse was employed. short, 
the plant was very much part the lives the workers 
the neighborhood. 


the ABC Company, formal lines organization were 
conspicuously absent. Relations between employees and the 
few foremen allowed for free interchange. The Superinten- 
dent had reporting directly him the Production Manager, 
whom turn the foremen the various manufacturing 
process rooms (departments) reported. There were writ- 
ten periodic reports, everyone being too busy work. Pro- 
duction was the thing, and the main job the foremen was 
keep running smoothly, particularly timing 
prevent bottlenecks stoppages the huge, continuous 
flow shoes through and out the factory. 


Practically all production was piece-rate basis except 
where new worker was being trained machine, 
where worker was transferred machine new him. 
transfers, higher average earnings new machine often 
were regarded promotion, and trainee was paid 
salary basis for the peried his learning. The piece-rate 
unit was pairs, shoes. Shoes moved 
through the factory racks equivalent this unit. Each 
rack upon which the shoes were transported from one ma- 
chine another contained shoes. Thus, the 
parlance the job, both “case” and “rack” indicated the 
shoes the piece-work unit. 


Work was planned and routed through the factory 
means the “checking” and systems common 
shoe factories. Under the “checking” system, each employee 
turned in, weekly basis, list tag numbers. One tag 
marked the completed rack case shoes. Upon these 
lists, when checked, the payroll was based. The 
system need not concern here. Only the checking system 
was used the Bottoming Room under discussion. Earnings 


were freely compared the workers and were common 
knowledge. 

There was formal inspection shoes the various 
stages the manufacturing process until the final “treeing” 
and packing shoes ready shipped out. However, 
continual sampling went whereby foreman picked shoes 
from the racks they passed through his department the 
way another operation. Workers reported damaged 
defective shoes the foreman, providing equally impor- 
tant check upon production quality. They reported all im- 
perfections, whether due their own work previous 
operation. The rack containing the imperfect shoe was then 
held and the shoe taken back redone the worker 
from whom came. was indentified his initials 
the tag attached the rack. Usually penalty was exacted 
where such damage defect was faithfully reported, the 
worker merely correcting the fault the shoe. But 
damaged shoe were deliberately carelessly passed on, the 
worker was charged with its cost. various stages 
processing, racks were counted for missing shoes the floor 
boys who wheeled them. Racks with shoes missing also were 
held up, and floor girl spent her time tracing these shoes. 

detailed description the shoe-making process the 
ABC factory need not given here. was the Bottom- 
ing Room that the four teams described were located. 


description the flow work into the Bottoming 
Room, the operations through which the shoes went the 
teams, and the flow shoes out the room, follows: 

All work came from the Lasting Room and was first 
processed the heel-lasters, sitting together one side 
the Bottoming Room. They were then ready for the four 
teams with which are concerned, who were located 
the other side the room. each the four teams were 
two trimmers, pounder, rougher, shanker and two 
cementers. 

Racks were rolled the stair-well the head the 
room the bed-laster toe-laster who had completed the 
work, and left there. 

Racks were lined the stair-well the floor boy 
for the heel-lasters take when ready. the racks were 
piling up, the floor boy might wheel them down mid-floor, 
opposite the battery heel-lasting machines. the heel- 
lasters were up” they would stand the stair-well 
and take the racks from the bed toe-lasters delivered. 

Racks completed heel-lasters were pushed mid- 
floor, whence they were taken the rougher pounder 
his particular team’s bench. Allocation the various racks 
among the teams will described later this article. 

Racks were brought the trimmers each team, who 
removed the shoes their bench for the first five main 
operations performed the team. These operations pre- 
pared the shoe for the attachment the sole. 

(a) Trimming. Two trimmer girls started the shoe 
through each team trimming off leather which had 
bunched the toe, any excess the shank. They 
removed tacks from the insole. Their two machines were 
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physical unit and the girls faced each other, one with her 
back the window and the other with her back the 
aisle. Completed shoes were placed the pounder’s bench. 


(b) Pounding. The pounder, man, pounded and 
ground toes and heels, smoothing the overlapping leather 
more successfully than had the knives the trimming 
machines. faced the windows, his back the aisle. 
passed his output the rougher’s table his side. 

(c) Roughing. man used revolving wire brush 
roughen the overlapping leather the bottom the shoe, 
preparatory cementing. faced the windows. His out- 
put went the shanker. 


(d) Shanking. This was done girl who placed 
thin metal strip, previously bent fit the insole the 
shoe, the center the instep and stapled place. 
Her output went the two cementers, and she used the 
same large bench they did. 


(e) Cementing. Two girls squirted layer cement 
around the margin the shoe, which later glued the sole 
place. Then small felt pad, was stuck 
place the ball the foot, and the shoe was placed 
special type rack having boxes receive each shoe. 
These two girls faced the rest their team, with their 
right sides the windows. This work was considered 
girls the most desirable the room. Gaining position 
this machine was considered promotion. The work 
required nicety skill and was less mechanical that 
less depended the machine, and offered opportunity 
occasionally extra racks requiring mere cementing 
operation. 


the final step, racks were pushed the floor the 
two cementers each team, there inspected for com- 
pleteness the floor boy before being taken the elevator 
and finally leaving the Bottoming Room. Incomplete racks 
were held until the missing shoe had been traced. 


Observation activity the Bottoming Room showed 
that addition the work operations there was activity 
related some way the starting these work operations 
team. This was method allocating racks among the 
teams according some order, which was different from 
the order which they came from the heel-lasters. 


Further observation showed that for each type shoe 
the racks coming from the heel-lasters, there was cor- 
responding object one the four rougher’s benches. 
These objects had come serve symbols unofficial 
record-keeping and exchange around the workers’ own rout- 
ing racks-to-be-done. One might say they were the “coins” 
small economic system. When rack came mid-floor 
from the heel-lasters, only the rougher upon whose bench 
lay the associated object might take for his team. The 
sooner took it, the sooner could pass the object the 
next team and the sooner that team’s rougher could take 
another rack the same type shoe. Since the racks were 
pushed mid-floor any part the room, just they 
left the heel-lasters, there was continual signaling the 


roughers the type rack which had come mid-floor. 
This took the form shouting the name the associated 
object, e.g. got the bar?” the signal, the rougher 
pounder whose team had the symbolic tool went over and 
took the rack exchange for the signal-object and brought 
back the trimmers his own team. Such exchanges 
served pass along the associated object the next team 
well-defined order allocation work the four 


Such signalling and exchange took place continuously be- 
tween the roughers and pounders, the men members the 
various teams. the exchange, since team the person 
its rougher pounder took rack for which lacked 
the associated object, and since every team when taking 
rack passed along associated object, followed that 
the end the day the number cases done, plus the num- 
ber objects held, was the same for each team (within limits 
determined the number objects). 


But meanwhile, the racks worked had been routed 
among the teams manner calculated equalize pay for 
fast and slow teams alike, and assure that all the workers 
should score uniform production racks. Thus, when 
work came through rapidly, the exchanges might result 
condition where one team had several racks piled its 
trimmer’s machines, together with several exchange objects 
its rougher’s bench standing for racks routed other 
teams. 


This condition existed varying degrees all times, de- 
pending the differences the four teams’ speed work- 
ing. Usually, other factories the result that faster teams 
spend more time while waiting for the other teams 
catch up. typical day other shoe factories, this un- 
evenness provides the workers with rest periods, scattered 
and differing total time for each team, and their earn- 
ings are the mercy the slower teams for whom they 
must wait. But here, the system exchanges, the work 
came through rapidly that exceeded the limits wherein 
such waiting and loafing could tolerated without dam- 
ming work other parts the factory. The slower 
teams were bypassed with their consent, and for the time 
being the other teams worked the racks passed them. 
the spurt work was short one, but longer than day’s 
limit, then the number racks the faster the four 
teams “owed” the slower ones might carried over from 
one day the next. The exchanges were tallied from the 
circulated associated objects. 


From these exchanges, then, there resulted allocation 
racks that they were divided equally between the teams, 
both number and according the difficulty work with 
the different types shoes. The method was introduced 
originally the roughers. They explained saying 
made everyone’s pay equal over the weeks, that prevented 
continual quarrels and insured that one team did not get all 
the “hard” racks. 

interesting note that the explanation did not 
stress getting “easy” racks, was the case other shoe 
factories where comparable exchanges entitled the workers 
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alternate between “hard” and tasks. Desire 
equalize pay seemed here strong desire lighten work 
load. But the reason the roughers, particularly, initiated the 
practice, and one they did not give explicitly, might have 
been that with some types shoes, for instance platform 
shoes, the roughing step omitted. Hence, not having 
such shoes routed them, the roughers’ weekly earnings 
might well have been affected. 


Examining financial incentive for moment, 
remembered that the ABC Company, all types shoes 
with the exception suedes were paid for the same rate. 
But this equality rate would not account for the workers’ 
informal organization, for regardless the rate set the 
company, the workers would certainly have found some types 
shoes preferable work than others. Some workers 
would have preferred the easier shoes whatever the piece- 
rate. The motive for informal social organization here, un- 
dertaken was initiative the workers themselves, 
seemed not much due desire for steady “take 
pay control (eliminate)one the difficulties inherent 
shoe manufacturing. 


That difficulty the scheduling many inherently dif- 
ferent operations altogether, result continuous 
flow shoes through the factory despite the differences. 
The difficulty had been heightened this factory due, 
among other reasons, the variety shoe styles they 
handled, breaking down operations into machine- 
processes using unskilled labor the fullest possible extent, 
the haphazard growth the factory’s physical layout and 
its small elevator capacity. Among these conditions, the 
piece-rate method payment was only one many factors. 


management here, piece-rate seemed indispensable for, 
they argued, all workers were paid time, the amount 
work each team received and completed would matter 
indifference. However, significant that the face 
all these factors outside the control the workers, the in- 
centive effect hoped for management piece-rate acted 
instead produce organization among the workers for 
allocation racks. This gave them method adapting 
their own needs work-pace and steady pay rate 
production which still produced shoes for the management, 
though incentive and control were reality far more col- 
lective than individual. 


The following are the objects, the associated style shoe, 
and the workers through whose hands shoe passed, arranged 
according the workers’ opinion degree difficulty 
handling. The most difficult are first. 

Object Name 


Shoe Name Passes Through 


Wood (block) Sandal All seven 
Scraper Wedge sandal All seven plus Rg. 
Tag Patent leather All seven 
Bar Macwelt All seven 
Screw Wedge (plain) seven plus Rg. 
Box (cardboard) Suede All seven 


The discovery and description the four teams and their 
informal organization does not rest solely upon the evidence 
interviews with the workers, their foreman and other 
persons familiar with the room and the ABC Company. 
seemed more objective devise method recording and 
measuring which could check the evidence interviews 
against simple technique factual, non-verbal observation. 
The technique developed resulted series observation 
charts which minimally-defined, interac- 
tions were discriminated according the persons taking part 
them through sample observation periods. These samples 
followed the hourly and daily interpersonal activity the 
persons the four teams the Bottoming Room, both 
“work” and activities every sort, without 
regard such categorization. 


Once the record was taken thus, analysis the data 
the observation charts established regularities frequency, 
direction and personal participation which could substantiate 
objectively the patterns leadership, team-membership and 
status, and inter-worker social relations which interviews 
the room had revealed the 
testimony and about the workers concerned. 


The original purpose the authors was, fact, at- 
tempt such verification current hypotheses about informal 
organizations. 


For observation human behavior the social level, 
industrial firm offers conditions which are most like 
laboratory. Each day the same people come the same time 
the same place and the same work under essentially the 
same conditions. They work with the same objects the 
same sequence. They have about the same social routine. 
short, many factors which are variable elsewhere change, 
least within narrower limits, industrial concern. This 
particularly true where work with machinery and the 
job the production processing material objects, 
the ABC Company. 


The Superintendent the ABC Shoe Company‘ had 
many valid objections allowing any outsider the fac- 
tory for appreciable length time. However, once 
was satisfied the interests Horsfall, the ob- 
server, what wanted do, and how proposed 
it, gave his full cooperation. The observer was given 
regular employee identification card and the freedom the 
factory. The Production Manager was asked show him 
the factory, answer freely any questions that might 
asked, and permit him come daily and observe the 
various processes and workers. time did this attitude 
change, nor was there any let-down the willingness 
allow the observer around and ask questions any- 
where. Conversely, all actions the latter were openly ex- 
plained the foremen and interested workers, 


The authors are deeply grateful the company, its officials 
and its workers for the privilege here described. The anthropolog- 
ical convention anonymity prevents our acknowledging them here 
name. 
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interests and disinterests made clear. The observer was 
the factory practically daily for one month—from July 
August 13, 1938. 


The first few days were spent going through the fac- 
tory get general idea the operations performed 
various stages the process making shoes. this time, 
was decided make observations the Lasting Room, 
for the process there seemed require clearly defined flow 
work terms machinery, and closer dependence 
one man’s work that the previous worker, with cer- 
tain amount essential interaction associated with moving 
the shoes from one stage the process another. 


series observations were actually made the Last- 
ing Room, but discovery the four teams the Bottoming 
Room, with their method allocating work means 
certain their members passing along objects (which 
brought mind the “kula” system the 
initiated and put into practice the workers themselves— 
suggested more possibilities there. 


Except noted above, the observer spent the first two 
weeks working full time, first with the muller boy, taking 
uppers from the stitching room and placing them the 
muller conditioned while the lasts were made up, feed- 
ing racks the assemblers, etc., and then with the floor boy 
the Bottoming Room. ‘The former work was simple, 
manual activity which served favorable introduction 
the workers and the activity the Lasting Room; the 
latter work enabled him become familiar with the types 
and flow shoes and identify the employees sight. 
one time another, the observer tried his hand most 
the machines, and evidence interest this way proved 
excellent way having his presence accepted. 
all times, fact, the observer’s working and making 
observations were mingled that became one the 
group and part the scenery. 


making observations the teams the Bottoming 
Room after had been picked the scene detailed opera- 
tions, the objective was record paper accurately 
possible the context the interpersonal, social activity 
each event the room. first tried this 
literary way, describing the action before him words and 
recording conversation. But this procedure soon proved in- 
adequate. was difficult write rapidly enough describe 
fully the events the room the time their happening, 
and impossible this and keep with them their 
real order and pace occurrence for appreciable period 
time. addition, one had look one’s notebook when 
writing, and consequently lost out observing. Words took 
too long. Moreover, they gave frame reference all, 
but left that described later. The separation event 
and frame reference seemed artificial, was always the 
context the situation which seemed lend significance 
the event. Lastly, where the objective was get quanti- 
tative data, was desirable observe and record all the 
interpersonal events any one period observation. One 
was forced make the periods observation regular lengths 


time, was not enough make discreet observations 
for varying periods time room where the rapidity 
events did not permit any adequate description one event 
before the occurrence the next. One had full counts 
most events short duration one was keep with 
the reality the room. 


Thus the observer devised observation chart which was 
standard frame reference, uniform for all periods 
observation—at once spatial representation the scene 
reference and time coordinate. observer, standing 
facing the team, saw reflected his notebook the wall, 
the workers front spatial arrangements from 
left right, and their machines. Without writing word, 
could record every interaction between the workers be- 
fore him, and its direction, striking his notepad 
arrow, going from initiator responder. his pad, ruled 
minutes, the row people against the wall was lettered, 
with capital for their function, for Trimmer; the 
second row was primed, i.e. T’, C’, and on. 


Final procedure observation was stand between two 
racks (not for concealment, but clear the aisle) 
about eight feet from team, approximately line with its 
rougher and shanker. From that spot, whole team from 
rougher through the cementers was clearly visible and 
not shielded its machines. The observer struck 
arrow his pad for each interaction any kind, graphic- 
ally joining the letters for the interacting persons. Occasion- 
ally, when could stand still, recorded all the conversa- 
tion possible. But always made special attempt note 
the first unit interaction any conversation, whether 
not recorded any part it. Noise level due machinery 
was high should kept mind, even time had per- 
mitted writing down the details conversation, often 
could only seen, not heard. But for each bout it, line 
the pad ran from one party the next the order 
initiation and response. All workers team could easily 
observed facing them this way and every interaction 
which members the team took part was recorded 
such stroke the pad. All persons the room had be- 
come familiar sight, and their activity could immediately 
recorded the drawing line their symbols. 


attempt was made record the duration each inter- 
action, since the accuracy such timing with wristwatch 
under such conditions would have been small. Moreover, 
several interactions often occurred once, overlapping 
time. However, any interaction extending over minute was 
recorded approximately drawing the pad, from the 
tail the arrow struck for it, wiggly line running down 
the page the mark the elapsed minute. 


should noted that whereas the usual method mak- 
ing observations social science write description 
the happenings under observation, from which further ab- 
straction particular facts for quantitative analysis can 
later made, here attempt was made make primary 
observations terms the simplest operations alone 
using these lined pads charts. What words were written 
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10. 


11. 


12. 


DIAGRAM 
Recording Conventions 


action 


dependent actions both and 


action not member the 
group defined for observation. 


the group defined for observation, 


dependent actions both and 


pendent actions both and 
not members the group. 


action which action fol- 
lowed action which ac- 


the group, followed action 
independent actions both and 


action which interaction con- 
tinues for period time measured 
the length the arrow tail ex- 
tension. 


The above interaction terminated 


The second above interaction 
terminated when action 
during his interaction with fol- 


dependent actions both and 
the next action being followed 


down reflect the conversation merely served supple- 
ment the chart. The chart itself gave all the facts de- 
scription. The symbols here are lines and arrows paper 
instead words, and the referents the lines can only 
the discriminated initiations responses the people 
the room they were entered. These initiations and re- 
sponses then were set down framework time, i.c. the 
minutes were recorded along the side the pad; and 
framework space, i.e. the row workers listed along the 
top the pad from left right they stood before the 
observer. such recording, then, the referents words 
set down paper are less precise than the arrows and lines 
that record the initiations and responses. (Words set down 
are capable many the arrows and lines are 
capable other distortion than the frailty the record- 
er’s eye and hand.) 


the completed charts filled for each period ob- 
servation, system lines and arrows focuses our attention 
the facts. The chart allows direct analysis primary 
observations form suitable for quantitative analysis. 


should noted that before the observation periods 
began was generally known that the was inter- 
ested the workers’ method allocating racks passing 
objects. There was suspicion their being timed for ad- 
justment piece-rates the like. Any questions the observer 
was asked what was doing were freely, discreetly, 
answered. was not generally known that conversation was 
being recorded. The facts seemed indicate that the ob- 
presence did not, far could judge, bias the 
record materially change the situation from its normal 
course. 


give some details the mechanics making these 
observation charts should noted that the recording was 
done notebook pads which were inconspicuous and 
easily placed the observer’s trouser pocket when was 
pushing racks around between observation periods. The 
charts were ruled beforehand. wristwatch was worn, 
turned inward the wrist that its face was upward 
the hand held the notebook, the eyes taking the dial with 
the pad. Time was kept accurately minutes for each 
minute period observation. The minute marks were 
ruled off down the page just before starting the period 
observation save time and make references the watch 
during the recording inconspicuous. The charts thus are 
accurate time record giving the minute the beginning 
each event between people and its end, during minute 
periods successive days. 


all this, the foreman was aware that wristwatch was 
being used and observation charts were shown him. The 
workers were not aware this last fact, they were, 
asked questions. 


list the commoner discriminations made recording 
the interactions the charts given Diagram Dia- 
gram gives facsimile reproduction completed observa- 
tion chart for sample minute period ordinary day. 
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working the observation record from the charts 
just described, became evident that certain relations held 
uniformly between the facts the record—the notations, 
lines and arrows the charts—and that stating these 
simple equations could derive some preliminary opera- 
tional definitions for grouping the data observation. Later, 
statistical analysis the observations could based such 
definitions. 

Thus, the charts had keep mind that were 


DIAGRAM 
Tuesday, August 1938 


#100. mak 


passes down the aisle and 
pushes empty rack out 
his way toward mid-floor, 
get the rack back; gets it. 
from down the room 
shouts, “Hey, 
whereupon mimics him, 
repeating, the bar.” 
down the aisle, takes 
R2’s cry and then 
mimics him, repeats, 
mimics again, this for 
several .times. visibly 
annoyed 
ing and finally shouts, “We 
got the box long ago,” 
leans over and shouts 
The work moving along 

ing the shoes from 
does them, shoes having accumulated R’s bench. This 
goes for while, then shouts and tosses 
shoe directly instead placing the bench for take; 
this continues every five seconds so, finishing the shoe 
just barely time catch the next. There sort 
rhythm pounds the shoe four audible operations cor- 
responding grinding the front, side, side and heel the 
shoe and tossing who then does the same with wire 
brush, running high speed and emitting higher tone when 
the shoe applied. speeds little but stays with him 
and the final score tie, speak.) Meanwhile, speaks 
and this continués for minute. speaks and 
comes down and speaks starts again, “Hey, 
the box,” and mimics him. has been tossing shoes hap- 
hazardly the cementers’ bench keep with and now 
says, cut out R,” and when continues, empha- 
sizes the remark pushing three shoes the floor. pays 
attention. picks them up. Finally, the floor girl comes 
with some shoes her arms and addresses her, taking the 
shoes from her and trimming them. Whereupon the floor girl 
goes succession who roughs the shoes and then 
who both shanks and cements the shoes herself, with absent. 
passes single shoe directly for special attention, 


interested observing objectively the the 


Further, were interested behavior the 
level rather than the biochemical, physiological, 
logical other levels, although recognizing that one level 
not independent the other. Hence limited our ob- 
servations those events involving two more people. The 
study the inter-connections such events the common, 
elemental ground from which spring all the “social sciences.” 


the charts, then, using the interaction theory 
Chapple and when action one worker was 
observed follow the action another, this event, 
arrow our chart, could called simple interaction. For 
one event, our chart, one person started and repre- 
sented the origin the arrow our page. The person 
who responds shown the head the arrow, and the 
following relationship holds: 


(1) where 


the event, arrow line. 
the origin initiation action, its start. 


the response, its finish. 


the number persons between whom the 
arrow was drawn. 


Thus the simplest observed event might have been simple 
interaction, one which took place only between two persons 
our record. Thé first action was initiation, the second was 
response; together the two actions established 
simple unit interaction. could label such simple 
interaction might have been merely single exchange 
such greetings passing, e.g. “Hello B,” “Hello 
might have continued for some time with 
many exchanges between these two. The measure the 
time from its initiation act A’s the last response 
the last act B’s for that time gave the “duration” 
event. Speaking general terms, event terminates with 
change the mode behavior one person interac- 
tion two, with the entrance third person upon the 
scene, whom the others, one them, act respond. 


our charts event ended where had had strike 
new arrow between our workers. But there were our 
charts many events involving three people, for whom 
had discriminate special forked-arrow. When event 
was observed wherein two persons responded the action 
one person, third party, there were two responses 
one origin. These were the “set-events” the Chapple and 
scheme. such cases, when each the persons 
made response the person starting new activity 
drew two-pronged arrow accordingly. Nevertheless, the 
persons still counted the same the total initiations and 


Op. cit. 
Op. cit. 
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responses the pages our record, thus: 


Accordingly, where two more persons responded the 
action one person labeled the observed event short 
for set interaction. Obviously was event wherein p>2. 
also could regarded special case where the initia- 
tions several simple interactions coincided one person 
one time. 


such event three-person activity, one counted 
them from the charts, the count all the observed initia- 
tions and responses was greater than two, but greater only 
the number people exceeding two the event. 
reduced this count the number people ex- 
ceeding two, then became the same the two for each 
simple pair-event. 

where the last term reduces the total count initiations 
and responses that one simple interaction (a). gives 
the number responses that exceed simple interaction. 
making the reduction, one then counts pair and set events 
together. When were dealing quantitatively this man- 
ner with more than one set event, could subtract for each 
set the number people over two, and thus reach last 
equation which could written: 


this manner, summarizing and generalizing the rec- 
ord the charts, all interactions could resolved into 
either simple interactions sets. That is, 


The summary here was dichotomy events with 

respect how individuals took part the social activity 

the room, members pairs (a) members sub- 
groups classes the room (s). 


But the record had dealt with terms the people 
involved. Sometimes activity went only between team 
members; sometimes involved either mem- 
bers other teams cross-team inter-team activity 
other persons altogether outside any the four teams. 
Where all the interactions took place between persons 
group, here our teams, the group could called “closed” and 
any happening was internal reference 
the group. Where one more persons outside the group 
entered into interaction with members the group, the 
group was then “open” and such interactions were called 


*It should understood that the parenthetical letters hereafter 
used themselves are the equivalent subscripts and represent 
classification the variables described the text. Thus e(t) 
means the total number events. 


“open interactions—ce. such case, the initiation 
response was made person outside the group; and that 
happening was external event—e(x)—with reference 
the group. Thus event involving any person outside the 
group was external event. Total events observed, then, 
were necessity the sum the internal and external events: 


Such summary involved dichotomy the events 
the room with respect what individuals took part. 

the case external events with their open-end inter- 
actions, equations (1) and (2) are still valid, but our fur- 
ther discrimination the open-end initiations 
sponses must taken into account. Equations (1) and (2) 
then become, respectively 


where and are the actions members the group, 


and persons outside the group. This last the general 
equation used computing total social activity recorded 
the observation charts for the teams. example the 
above, together with illustrations counts and calculations 


Observation charts and conversation records 
ered 120 periods minutes each; for each the four 
teams. impossible give all the data report the 
length the present one. Both the raw data and the 
analyses are available and can consulted. Perhaps some 
later date, given the space and resources, may possible 
bring them all out. 

shall limit ourselves the measures that demonstrate 
the existence, characteristics and interrelationships the 
teams and that give some picture the nature informal 
leadership the room. 


Our first step will see quantification interaction 
does fact lend itself verification the current hypo- 
theses about inter-worker social relationships. 


all, the data does support the hypothesis that 
such clique-like groups these teams show higher rate 
interaction among their members than between their mem- 
bers and outsiders. These teams show slightly more in- 
ternal activity (social interaction) than external. But 
interesting that the teams which the informal leaders 
the workroom were members show only slight preponder- 
ance internal over external interaction. The most active 
teams (active, that social activity within themselves) 
were not the most productive either management’s hoped- 
for productivity-per-worker per-team measures indi- 
vidual performance, leadership informal organiza- 
tion. Rather, the teams which the informal leaders the 
room were members, showed slight excess internal 
activity over external and much higher activity external 
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interaction with out-of-team, cross-team members the 
room. 

The point significant, though not surprising. Indeed the 
foreman said simply enough that the teams that most 
talking and “horsing around” did not get the most work 
done. The reasons are simple enough too. such set up, 
and probably many others, productivity must some sort 
balance between activity interpersonal clique relation- 
ships, out which zest and color and personal security may 
develop, and flow-of-work relationships with other workers 
from whom the work the division labor received and 
whom passed. course, informal leadership must 


encouraging work.” team work merely interper- 
sonal clique activity working groups not itself 
“release” productivity damped the “anomie” 
too impersonal, formal and unsocial working atmosphere 
miodern industry. is, instead, product more complex 
social changes working situation not ali them ex- 
plored far. 


The figures from which such conclusion can drawn 
tentatively are these: 


#1—Events Interaction Category, 


mean, here, personal traffic across and between the teams Teams 
all four teams are coordinated and controlled e(t) acts I-R p-2 
scale large enough include all the people the room. 619 402 217 1272 1049 223 
informal, activity obviously throws the in- Team 544 286 258 1145 877 268 
ormal leaders into enough extra-clique, here extra-team, 
activity make their teams’ score lower, such measure Team 450 949 727 
this, than the teams who only respond the room’s Team 188 1200 1007 193 

The conclusion gives pause current enthusiasm about Total 2196 1316 880 4566 3660 906 174 

DIAGRAM 
SOCIAL INTERACTION 
quantity 
OBSERVATION DISCRIMINATION 
charts 


symbol and definition 


event, total interactions e(t). 
e(x) event, person outside group included. 


interaction, one response, 
set-interaction, two more responses, p>2. 
s(i) set-interaction. 
s(x) external set-interaction. 
initiation action individual, arrow tail. 
response action individual, arrow head. 
open-end action, initiation response outside group. 


MEASUREMENT 
formulae 
(4) 


The actions thus recorded are initial units interaction, which 
are taken “determining” the event. 
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where the symbols have the following meaning: 


all events. 


e(t) 


e(i) all internal events. 


e(x) all external events. 


acts all initiations and responses observed team 
interactions. 


I-R all initiations and responses observed team 
members. 


persons outside the group under observa- 
tion. 


p-2 cumulative total people over two each 
set-interaction. 


ber. 


The relationship between these elements social inter- 
action given the formula below which serves check 
their count from the observation charts. 


Team (2) (619) 1049 223 1238 
Team (2) (544) 877 268 1088 
Team (2) (450) 727 222 900 
Team (2) (583) 1007 193 1166 


VII 


Furthermore, the data lends support some the cur- 
rent theories about group structure social The 
measures interpersonal activity among team members 
showed variable amount participation from one person 
within the team the next, but clustering higher rates 
interactive behavior around only particular few mem- 
bers each team. The clustering showed each group, here 
the team, the focus quite frequent interpersonal 
activity. The teams here were groups people who inter- 
acted more frequently with one another than with others out- 
side result the controlling effects the flow work. 


However, internal structure the teams were not collec- 
tions people bound together quantitatively uniform 
relationships, far the measured interactive behavior 
was concerned. The facts were quite the contrary. 


Internally, the teams were collections relatively inactive 
persons ranged about clusters highly interactive persons, 
only one two each team serving center nexus 
for the rest. Members differed widely their rates activ- 
ity with one another, some them responsive mostly 


See the work the sociometrists the Moreno school; refer- 
ence clique structure Warner’s Yankee City Series, and 
Davis, Gardner and Gardner’s Deep South; and the theory 
groups Chapple and Arensberg’s “Measuring Human Relations,” 
op. cit. 


immediate neighbors, some them serving targets 
confidants for wider circle taking most the group, 
some them very alert persons outside. The groups were 
“structured,” then, around only the more active more 
widely responsive members. Factors influencing such 
structuring were means uniform far could 
judged without special study. Central spatial position among 
the workers team vied with leadership function the 
over-all organization the room’s allocation system. This 
was the main reason why the teams one person another 
served such focal point. Personality factors seemed 
determine whether one was act such nexus in.a 
favorable spatial position, just personality factors coupled 
with status difference seemed indicate why was that 
the two informal leaders the room were among the oldest, 
most experienced the men workers, room full less- 
skilled boys and women. 


any event, summaries the data (a) intra-team in- 
teraction teams, and (b) rates interactions within 
teams, member with member, yield statistical corroboration 
the points just made: 


DIAGRAM 


Summary #2—Intra-Team Interactions 


Team 


Team 


For example, Team #1, initiated action times, 
and responded initiation action times, there 
being interactions, pair relations between the two 
them; and the rate interaction 51/30 for each the 
periods, 1.7 per period. Team #1’s initiated ac- 
tions and responded actions the periods, with 
other members Team #1. 
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DIAGRAM 
Summary #3—Rates Interaction Within Teams* 


Table Spatial Arrangement 


= 
Team 
2.6 | 
c 
Team #4 


*Number interactions, pair relations, (a) per 15-min- 
ute period. The direction the arrows between persons 
the diagrams the right indicate, from other computations 
than here given, the preponderance the pair relations 
the one person’s initiations over his responses the other 
person the pair, measure dominance. 


For theories group structure interesting note 
that the case the two less productive teams was not 
dominant leader-personality which made person nexus 
for his group. Teams and #4, can been seen from 
glance Summary above, were alike being structured 
internally with secondary sub-clique around one the 
women members. This clique existed within the group estab- 
lished their informal leaders, the men trimmers and rough- 
ers who conducted their team’s part the exchanges the 
allocation work and the rerouting racks. each case 
woman served second sub-clique center. teams and 
#3, which the informal leaders the whole room (the 
teams’ respective roughers and pounders) were members, 
there was such development secondary women’s clique. 
Teams and were said serious and inclined 
work,” befitted their leadership position. Teams 
and #4, being team receivers rather than initiators the 
exchange work, were known generally less serious, 
more given talk and horseplay and less al- 
though, course, all had even output and pay. 


The point personality interest, however, that those 
women who acted secondary centers did not show—in the 
measures interpersonal interaction—a high preponderance 
initiations over responses the activity which they took 


part. that measure they were not leaders. Rather they, 
Team #1, and Team #4, Diagram (Sum- 
mary #3), were rather highly receptive persons, the one 
“sympathetic,” the other fat girl, slow, new and inexperi- 
enced, target for advice, abuse, laughter and confidences. 


The conclusion one can draw for group structure that 
the fact the focussing attention upon person, for 
whatever reason, and means leader, that makes 
him her the center group. conversely, the group 
arises out the history and continuance higher rate 
interpersonal activity, whatever the original reason for 
the beginning the activity. Perhaps group’s conscious- 
ness and its “common interests” are not precondition 
its existence, but result. 


VIII 


final point interest drawn from the data con- 
cerns the informal leadership the allocation work 
the room. 


have already said that interviews revealed that lead- 
ership the exchanges between teams the room lay with 
the roughers and pounders each team, particularly with 
those Teams and #3. Measures interpersonal ac- 
tivity drawn from the observation charts support that 
evidence. 


The significant measures, however, are not much 
higher rates over-all activity, higher percentages 
initiation over responses. They are rather combination 
(for such leaders) high over-all activity with high rates 
activity extra-team relationships (external events), 
both which relative preponderance initiations over 
responses occurs. That means simply that leaders assumed 
initiative both inter-team contacts and contacts within 
their own teams. Informal leaders, and perhaps all leaders 
comparable situations, are thus not necessarily the most 
active persons, but they exercise most initiative first 
winning and then the responses their fel- 
lows home and their opposite numbers abroad. Leaders 
here initiated activity relations both with their own team 
members and with the leaders other teams. 


The point is, course, not new. But the statistical dem- 
onstration is. And, more significant, the possibility 
opened the demonstration. With measures inter- 
action such these, the way open measurement and 
controlled experimentation with the dynamics changes 
human organization. 

Computation the room’s informal leadership patterns 
was possible. First, computed for each the workers 
his rate total activity (interactions per period) and the 
percentage those actions wherein initiates action 
The former was measure his share the 
total activity the room; the latter was measure the 
direction that activity, description his role vis vis 
the others with whom took part. Then any individual 
might have been active his own team but inactive rela- 
tions outside it, these were calculated well for internal 
and external interaction. 
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making the count interactions individuals, set 
event had treated many simple interactions. The 
alternatives were omit set-event treat separately. 
Going back the happenings which the set notation was 
representation, saw clearly that such happenings 
simple interaction had taken place between the person 
whom gave initiating action, and each the others 
noted responders. 


Still, course, could not truthfully say that such 
set-events, because action was followed inde- 
pendent actions both and there was interaction 
between and between and was simply that 
could not detect and note it. Unique properties set- 
events therefore, had neglected; and for the present 
have had treat them simply many pair inter- 
actions, merely adding them the pair events. any case, 
set-events were few. 


Next, compare one worker with the next calculated 
the average rate interaction and the initiations-percentage 
for each team and then compared the specific figures for 
each individual with these team averages, taking the statis- 
tically significant deviations (assuming our sample was ade- 
quate) measure the differences between the workers 
respect their participation the social relations the 
room. find these individuals who were relatively active, 
seemed sufficient array the figures for the workers who 
exceeded their teams’ averages. These figures follows: 


HIGHEST INDIVIDUAL ACTIVITIES* 


TEAMS 


TOTAL INTERNAL EXTERNAL 

Initia- Initia- Initia- 

Rate tion Rate tion Rate tion 
$4 7.1 T2 61 T2. 60 12. ‘66 T2 40 T4 69 
Ci 61 TS 54 $1 48 P4 59 C1 2.9 P4 61 
C+ 5.6 Cl 53 a1 41° 59 T2 


Initia- Initia- Initia- Initia- 
Rate Rate tion% Rate Rate tion 
TOTAL 
INTERNAL 
EXTERNAL 


*Average number initiations and responses per 15- 


minute period, for each individual. 


This array gave amorphous spotting individuals 
with relatively high rate interaction coupled with 
relatively high initiation percentage. But did show the 
following: 


all teams, the individuals who “led,” taking the 
initiative contact “leadership,” were R2, T2, R3, C’l, 
C4, Cl, and T’3. But next, when these persons were re- 
arranged for their relative ranking internal and external 
interaction, quite different set persons emerged (see 
above). For example, showed high rate external 
activity, the highest, but did not appear the column 


DIAGRAM 


Summary #4—Rates Interaction Between Teams* 


Team Team Team 
nk - -56--- 


Team Team Team 


*All interactions over per 15-minute period, for all charts. 
The arrows not show preponderance initiations over 
responses here. 
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for persons high rates total and internal activity. Yet 
the man the room who showed the highest percentage 
initiations action his total activity all kinds. 
Most active external events, also initiated large 
extent, his percentage shows, all interaction into which 
entered. Significantly, the gross activity also 
had high rates initiating action. But only some them, 
like figured high external activity. 


The next measure for picking the pounders and rough- 
ers “informal leaders” the worker-controlled alloca- 
tion and production was one which stated the rates inter- 
action between the teams, person with person, external 
events. The measure external participation picked 
well several individuals who, while not leaders, figured 
high external interaction. But when other measures were 
recombined with this, these persons disappeared from the 
array once more. The data appears Diagram 


Taking those persons Diagram who took part 
external relationships team-to-team, having high rates 
occurrence, were able compare those with high meas- 
ures for the initiation the activity which they took part 
with those with low measures initiation percentages. 
such comparison the women cementers who showed high 
rates external participation disappeared. 


Only the men R2, and and one woman, T2, re- 
mained. These were the leaders. They were located all 
the teams, except Team #1. From this analysis the primary 
leadership the four teams was centered Team where 
the interviews placed it. 


Team #1, figured third rank total activity 
and highest his team internal activity, but does not 
seem have been much initiator. His whole team 
ranks low, and the members characteristically were respond- 
ers the initiatives others, particularly Team #2. 


Thus, picking the leaders meant discovering them 
persons who were alike ranking high when the in- 
dividuals the room were compared for (1) activity rate 
external inter-team relationships, (2) for percentage ini- 
tiations over responses all relationships their own 
teams both internal and external, (3) percentage initia- 
tions responses internal participation, and 
centage initiations external participation. have 
said, they were the only persons the room and among the 
teams who were active, particularly extra-team contacts, 
initiant contacts with their own teams and initiant well 
with the members (leaders) the other teams. 


The table the next column gives the ranks for each 
male and female high external activity rate the other 
measures just described. documents the sort “informal 
leadership” the room exhibited. 


the course this presentation quantitative data 
the interactions the members the Bottoming Room 


“LEADERSHIP” 


Relative rank the room several other measures 
persons ranking highest external activity. 


F.: .Female 
M.: Male 
Initia- 

Activity Activity Internal External 
Person Rate Rate Rate Events Events 


(Leaders are those who appear two the three right-hand 
columns. 


Note: When rank does not appear column, 
course, held person not one the eight the 
table. blank means rank than seven. 


the ABC Shoe Company, the reader may have been hard 
put follow the analysis. Nevertheless, believe that 
close attention the tables and the data will repaid 
because through them possible demonstrate, for this 
department least, that the facts industrial organization 
are not necessarily accord with the theory. Much has been 
said about increasing group give-and-take order in- 
crease production: the most efficient teams indulged least 
social activity. does not mean that there should not 
any interaction. The question define quantitatively how 
much optimum for given group under what conditions 
leadership. 


Leadership itself something which can defined ob- 
jectively and differentiated from merely being socially active. 
depends upon frequent and continuous exercise ini- 
tiative with reference the constituent individuals the 
group. These groups vary their own internal constitution 
function personality differences, work flow and other 
factors, but they become most effective when they are di- 
rectly under the control leader, Not only did the leaders 
stabilize the relationships the teams one another. 
gave internal strength and concentration the 
teams which the greater portion their interaction took 
place. what regarded ordinarily, then, single level 
industrial organization, the work level, effective leader- 
ship developed without the intervention the first line su- 
This leadership served stabilize the manufactur- 
ing process, and within the two teams was dominant 
bring about the most efficient performance. 
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Field Methods and Techniques 


The editors believe that the reader will find this new 
department useful aid the conduct field investiga- 
may seem some that tend labor the ob- 
vious, but has been our observation that too little atten- 
tion paid training the young investigator methods 
obtaining and recording the data which best suited 
his particular problem. The novice field worker too 
often pitched into the middle group people with whom 
work with little idea what should and how 
it. Even more experienced investigators may not 
familiar with methods others are using with profit, and 
not always clear reading the literature, exactly how the 
material was gathered why certain procedures were used 
rather than others. Since the results scientific inquiry 
are determined the methods (operations) used, be- 
lieve that increasing awareness field methods and tech- 
niques and pooling and refining existing ideas these 
matters will produce better investigations and more depend- 
able results. 

beginning any kind field study, there better 
way starting than make map. This applies whether 
one engaged studying factory, which case the map 
called layout, family, where one makes rough archi- 
tectural floor plan the house, the study com- 
munity region where more conventional mapping tech- 
niques may used. The advantage the mapping technique, 
properly done, that enables the investigator see 
the effect physical architectural features the rela- 
tionships the individuals the area, either making 
difficult for them come together compelling close 
physical association. has added advantage the in- 
vestigator arriving new environment that gives 
him something do, thus making possible adjust 
gradually the people with whom will work. 

Hence, not only does the investigator begin learn about 
the people has come study, but, more immediate 
importance him during the first few days, has 
occupation that will help steady his nerves and overcome 
the panic may feel strange situation, especially 
sharpened when large and unpleasant character (who, 
course, always turns out his best informant) ap- 
proaches and wants know, his best Navaho, Buriat 
Detroit, the hell you think you’re 

October, 1942, its annual Washington, 


members the Society for Applied Anthropology discussed 
field methods. the time, was intended organize the 
material presented the form manual, but the war 
prevented this plan from being carried out. the meeting, 
considerable amount time was devoted mapping, 
and although the discussion was limited regional and 
community studies and not brought down man-made 
architectural spaces, some the points raised and procedures 
discussed should prove useful the field investigator. 

beginning work any region community, 
naturally assumed that the investigator will obtain all avail- 
able maps, remembering, however, that the larger the scale 
the more useful will find them. (The Economic Survey 
Michigan maps are prepared down five-acre limit.) 
The point was made several times that smaller-scale maps 
are primarily useful for presenting the results your work 
others, and meaningful they must built 
generalizations and abstractions the information given 
the larger-scale maps. 

What the investigator the field human relations 
interested in, unlike the geographer, the spatial relation- 
ships between specific people. This means, ideally, that 
maps each individual house, locates with reference the 
roads, and then places the map the location what 
Richardson, Jr. calls, gathering places,” 
—the churches, schools, clubhouses, factories, stores open 
meeting grounds—in effect, every building space where 
people habitually come together. Once this has been done, 
ready begin use these maps for two purposes. 
First, for the location groups people who normally are 
associated who have some other factors common 
which the investigator interested and can note spot maps. 
Second, for the development flow maps, which the re- 
lationships people terms frequency happening 
number can plotted. 


For example, may importance find out the 
frequency with which certain people visit one another 
exchange services. the other hand, may interest 
determine the traffic between certain area and store 
church. These two kinds data, which will have been 
obtained observation interview, can represented 
arrows the map, and the influence geographical 
features can then noted. setting administrative 
units, the work the Extension Service, the deter- 
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mination neighborhoods can done only this means. 
the Washington meeting, variety examples the 
plotting flow maps the actual relations individuals 
one another were referred to, and most the references 
were articles previously published Applied Anthro- 
pology, which the reader referred.! 


Once flow maps this sort have been worked out for the 
various institutions the community and region, many 
problems will become clearly defined and lead further 
investigation. many instances, changes family re- 
ligious governmental structure will seem have taken 
place, and may then possible obtain information and 
plot historical changes relationships maps with which 
the present maps can compared. some regions and 
communities such maps have relatively schematic. 


The seasonal changes relationships and activities 
which occur almost every community also lend themselves 
flow charts. These seasonal maps can then related 
maps land use and activity, and the restraints these 
factors the relationships can clearly demonstrated. 
Anthropological literature has many excellent descriptions 
the way given technological levels within culture limit, 
and often rigidly proscribe, the pattern and frequency with 
which people can come 


Once the details occupancy and the flow relation- 
ships are plotted, other types maps may importance. 
Land use and land ownership, income, ethnic religious 
association membership are all ordinarily treated being 
placed spot maps. many cases, may useful 
place such data contour maps, since important factors may 
brought out. Thus, Dr. Richardson referred the fact 
that agriculture was unlikely solution the problem 
finding alternative means subsistence the coal min- 
ing region was studying, showing that the slope 
the land was too steep support the number people 
involved. 


All such maps, however, will probably come much later 
the investigation, and are importance only they tend 
throw light particular problem. immediate use the 
field man the flow map the relationships between 
spaces. Without careful gathering data this sort, 
much the information will have about the relation- 
ships people one another will incomprehensible. 


the preparation these maps, once the basic space- 
forms—houses, churches, stores, factories, meeting places, 
been plotted, together with the roads and paths 
connecting them, the maps segments maps, depending 
the size the area covered, should reproduced that 


pressed Coal Region,” Applied Anthropology, Volume Number 


Volume Number Volume Number 

Charles Loomis and Douglas Ensminger. “Governmental 
Administration and Informal Local Applied Anthro- 
pology, Volume Number 

Julian Steward. “Basin-Plateau Aboriginal Socio-political 
Groups,” Bulletin No. 120, Smithsonian Institution, Bureau 
American Ethnology, Washington, 1938. 


many separate maps different institutions and relation- 
ships can plotted. attempt put too much any 
single map will reduce its usefulness the minimum. 
those who have never worked with flow maps, surprising 
how confused few arrows can look attempt being 
made represent different things. the rough plotting 
the data, arrow can used with the head pointing to- 
ward the person place for whom the contact being 
initiated, and the width the line, number parallel 
lines, represent the frequency. mother and her mar- 
ried daughter living near each other visit each other two 
three times day, much heavier line would used, 
based perhaps arbitrary scale conventional ranges, 
than the case where they meet only once month. For the 
own use, probably better use insert 
circle the arrow, with abbreviation the salient in- 
formation has obtained, leaving more elaborate conven- 
tions for later. 


Where there are significant seasonal fluctuations, 
important prepare and date maps show these changes. 
Church attendance shows important changes even com- 
munities where many the families not necessarily 
away for the summer. agricultural and hunting com- 
munities the seasonal shifts relationships may impor- 
tant determinants the splitting-off small groups. 


Generalization these detailed person-by-person maps 
can brought about very easily combination spot 
and flow chart techniques. Finnish group small 
town, most whom lived approximately the same area, 
only certain families belonged Socialist organizations. Each 
house this group was spotted, and summary arrows with 
semi-circular base ran between each gathering place and the 
area residence, with similar arrows from the smaller and 
detached areas where others this group lived. There are 
many conventions for hatching arrows. Broken lines, etc. 
may indicate various types relationships, where conflict 
taking place, where the relationship unstable one, 
and on. Usually these are not hard invent when needed. 
Readers who wish study fairly comprehensive attempts 
develop various systems are referred the papers 
Richardson, Jr. listed the adjacent column. 


Identical procedures can used factories, stores and 
houses where spatial factors play even more important 
role than the external environment. shall discuss this 
problem detail later issue, but the same procedures 
should followed. word caution should given 
the use factory flow charts which many cases have 
already been prepared the industrial engineer. These 
provide useful base for mapping factory, provided they 
include aisles, doors, floors, etc., and general follow the 
architectural features the building. However, the flow 
almost every case one from machine machine 
station station, and our concern the flow from person 
person. This order will require special investigation, since 
the same operator may actually appear several points 
the sequence. 
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People and Projects 


TWO PROJECTS 


Two related projects the national character structure 
contemporary great cultures are using anthropological 
methods the core scientific approach the better 
understanding modern nations. The first, Columbia Uni- 
versity’s Research Contemporary Cultures, operating un- 
der contract with the Office Naval Research, was in- 
augurated the late Professor Ruth Benedict the spring 
1947, and will conclude its field work phase June, 
1949, under the direction Dr. Margaret Mead. 


This project has been designed accelerate formation 
hypotheses aspects national character relevant such 
matters international behavior, 
behavior, capacity absorb the developing applied scientific 
disciplines such nutrition, mental hygiene, etc. using 
teams which include anthropologists, clinical psychologists, 
psychoanalysts, political scientists, sociologists, historians and 
other specialists, together with members the cultures be- 
ing studied, including immigrant and refugee populations 
now the United States, has been possible develop 
set preliminary hypotheses about each nation, suitable for 
testing and amplifying further work. 

Seventy-four research workers have been involved, 
full part time basis, investigations into the following 
national character structures: Pre-Soviet Great Russian, 
Polish, Czech, Chinese (especially represented New 
York’s Chinatown population), French, Syrian and cross 
national study: Eastern European Jews. 


The second project, that the American Museum 
Natural History, the studies Soviet Culture, with 
small staff nine specialists Russian fields. This project 
was inaugurated 1948, under contract with Project Rand, 
and under the direction Dr. Margaret Mead. will 
complete its first year May, 1949. This project, with 
differently constituted interdisciplinary team, designed 
carry further, hypotheses developed pre-Soviet character 
structure, mainly through the use written materials. 


Beyond the intrinsic value such hypotheses may 
developed from these projects, and the wealth descriptive 
ethnographic materials they may yield by-products, their 
general interest lies the -way essentially anthropological 
methods have been adapted for cooperative research 


ing several disciplines. Having anthropologists work 
hierarchical organizational structure, which antithetical 
the traditional approach the anthropologist culture, 
has been avoided organizing research around materials 
and general attempt have each major participant act 
two different capacities the course the research. 


For example, several major participants serve such 
diverse roles director the project and convenor 
special area group, clinical psychologist one group 
and convenor the group clinicians, core worker 
one area and peripheral worker another. variety 
comparable methods have been used: Rorschach, Murray 
Thematic Apperception and Horn-Hellersberg tests and 
some common theoretical approaches. There has been con- 
siderable success adapting the methods used and theory 
drawn upon the particular national groups informants 
and their particular cultures. 


Anthropological interviews have remained the backbone 
the research, but, addition, much use has been made 
films, photographs, graphic art and literature. 


Inclusion members the cultures studied the teams 
studying them, together with other individuals long and 
varied personal experience these cultures, has accom- 
plished two purposes: has adapted the general research 
methods the study the particular culture easily and 
quickly; and has made possible formulation results 
acceptable other anthropologically sophisticated members 
the particular cultures. processing all materials 
that each worker’s results are available for consultation and 
discussion all members the project, following 
standard theme through group cultures, and gath- 
ering the teams general seminar every two weeks for 
joint whole-group discussion, has been possible sub- 
stitute systematically the accelerating effects comparable 
culture contrast for the insight field trips ordinarily give 
the experienced field anthropologist. Publications report- 
ing the projects will take many varied forms the disci- 
plines and emphases. 


(For more detailed account the Columbia University 
Project, see The Scientific Monthly, Vol. LXVIII, No. 
September, 1948, pp. 239-240.) 
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BRITISH COLONIAL RESEARCH 


1944, the British Colonial Social Science Research 
Council was established advise the Secretary State 
all matters sociological anthropological nature 
the British Colonies. Under the Colonial Develop- 
ment and Welfare Acts 1940 and 1945, provision has 
been made for £1,000,000 annually contributed 
from United Kingdom funds for research and inquiry into 
matters calculated promote the development the Col- 
onies and the welfare their peoples. 

number research projects have already been financed 
various Colonial territories the Council’s recommenda- 
tion, among them: the economic and cultural status 
women the British Cameroons; mental illness and juvenile 
delinquency West Africa; national income Northern 
Rhodesia and Nyasaland; sociological study the peas- 
ant community Jamaica; and municipal government 
Kenya. 

The Council reached the conclusion that the best results 
from social science research would obtained only where 
there existed each main Colonial region University 
University College having strong research faculty the 
social sciences assist determining local research needs, 
and which research workers could attached. Accord- 
ingly, schemes are being worked out establish Institutes 
Social and Economic Research the following terri- 

Makerere College, serve the 

East African territories. 

the new University College 

the West Indies, serve the British West Indies. 

the University College Ibadan, 

serve British West Africa. 

priority research projects are limited the shortage 
trained personnel, two schemes have been worked out 
alleviate this situation. The first one provides funds for the 
award limited number post-graduate studentships for 
Social Science Research. These studentships are tenable 
University the United Kingdom for period six 
months (or months certain cases). satisfactory 
completion this preliminary training period, the student 
required the Secretary State undertake specific 
priority research project about two years’ duration 
one the Colonial territories. nearly all the student- 
ships provided have now been awarded, further applica- 
tions are being invited present. However, these student- 
ships are not confined members the British Common- 
wealth. The first award, fact, was made applicant 
from the Netherlands. 

The second scheme provides funds enable small num- 
ber qualified American sociologists anthropologists 
pursue six months’ preliminary course study 
University similar institution the United Kingdom, 
preparatory the undertaking research project not 
less than two years’ duration one the British Colonial 
territories, probably Africa. Candidates for these awards 
are expected have obtained degree which sociology 
anthropology figures major subject, and have done 


some post-graduate work these studies, not necessarily 
involving field work, which has demonstrated aptitude for 
research. 

Candidates are requested furnish curriculum vitae, 
satisfactory testimonials, two personal references and in- 
dication the particular problems which they are in- 
terested. The Colonial Social Science Research Council 
now considering applications for awards under this scheme, 
nature. 

For further information, applicants are requested write 
Mr. Sabben-Clare, Attaché for Colonial Affairs, 
British Embassy, Washington, D.C. 


INDUSTRIAL PSYCHIATRY 


For the first time formal training program industrial 
psychiatry has been inaugurated. Through grant from 
the Carnegie Corporation New York, fellowships in- 
dustrial psychiatry have been established Cornell Uni- 
versity’s New York State School Industrial and Labor 
Relations, under the direction Alexander Leighton, 
M.D. Dr. Leighton has practiced clinical psychiatrist, 
has done research among various ethnic groups, and has made 
investigations morale and other problems administra- 
tion military and civilian organizations. Assisting him are 
Temple Burling, M.D., formerly psychiatrist R.H. Macy 
Company, and William Foote Whyte, Ph.D., distin- 
guished for his investigations into group behavior in- 
dustry. 

One the objectives the Cornell project pool 
the resources those who specialize individual adjust- 
ment and those skilled group dynamics. Work done 
the past universities cooperation with corporations has 
made available important material the social system 
within the business organization, but use this data has 
been limited because has not been combined with the in- 
sights and techniques 

present, the skill the psychiatrist importance 
because can use his training help management and labor 
face problems exposed analysis policies and discover 
resources cope with them. Eventually may possible 
train laymen for this work, especially principles de- 
velop out research. This type research involves the 
investigation work problems and supervisory and em- 
ployee relationships and attitudes. intermediate step 
the evalution existing conditions; and the end result 
reconstruction the work environment that the group 
can pull together. administering such research program 
the industrial psychiatrist needs the assistance the social 
scientist, but himself should able evaluate the find- 
ings and integrate them into the conceptual framework 
psychiatry. With the cooperation the social scientist, 
the industrial psychiatrist, successful study the type 
described, should come with some principles working 
concepts that can materially help the organization func- 
tion more productively. In-plant studies this type come 
within the scope the Cornell industrial psychiatry pro- 
gram. Informal contacts are being made discover com- 
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panies interested participating this research well 
the experimental work policy evaluation from the psy- 
chiatric viewpoint. 

Cornell University also planning research program 
that will beyond the in-plant approach with which in- 
dustry familiar. Since, the past, in-plant work has been 
seriously handicapped lack knowledge the com- 
munity, social patterns, including group tensions, 
within up-state New York industrial town will made 
with the cooperation business and industrial firms, unions, 
public organizations and others. The investigation will prob- 
ably center around problems union-management 
community studies, the communities chosen for investiga- 
tion being located Northeastern and Southwestern United 
States, Nova Scotia, Siam, India and South 


This community research not directly part the 
industrial psychiatry training program; major project 
Cornell’s Department Sociology and Anthropology. 
However, Dr. Leighton and Dr. Whyte serve dual capaci- 
ties: they are the faculty the Department Sociology 
and Anthropology, and they are also members the Human 
Relations 


The Cornell industrial psychiatry training program 
has two phases: (a) on-campus studies, and (b) field intern- 
ships plants and unions. The training will require two 
years. During periods the university the fellows-in- 
psychiatry will take courses and seminars human relations: 
social psychology; and cultural anthropology. Attention will 
given economics; business finance; industrial manage- 
ment; development American industries; collective bar- 
gaining; labor union organization and management; 
and industrial and labor legislation. 

The fellowships are available men and women phy- 
sicians who have had minimum two years’ experience 
psychiatry. expected that one more fellowships 
will open each year. 


(The above condensation article Eileen Ahearn 
published Management News, Vol. 22, No. and re- 
produced with the kind permission the author.) 


THE RAND CORPORATION 


new non-profit research organization known The 
Rand Corporation, has recently been established with head- 
quarters Santa Monica, California. The objective the 
Corporation, set forth its charter, further and 
promote scientific, educational and charitable purposes, all 
for the public welfare and security the United States 
America. Rand’s present research program sponsored 


the National Military Establishment, Department the 
Air Force. 

During the summer 1948, Social Science Division 
was added the Rand Corporation. includes political 
scientists, sociologists and psychologists, most them located 
the Washington, D.C. office the Rand Corporation, 
1029 Vermont Avenue, N.W. The research program pro- 
vides for sub-contract and consultant arrangements with so- 
cial scientists academic research centers, addition 
studies conducted the staff. 

The first sub-contract research projects are now under 
way the Laboratory Social Relations Harvard, 
Yale, and the American Museum Natural History. 

Rand’s policy encourage publication research find- 
ings and the fullest possible interchange information 
with scientists outside Rand. Some studies, however, will 
have classified. 

Rand’s staff the Social Sciences headed Hans 
Speier, formerly the New School for Social Research and 
the Department State. Other members the staff in- 
clude Phillips Davison, editor the Public Opinion 
Quarterly; Alexander George; Herbert Goldhamer, 
leave from the University Chicago; Joseph Goldsen; 
Abraham Halpern; Paul Kecskemeti; Nathan Leites, 
part time arrangement with Yale University; Philip Selz- 
nick, leave from the University California (Los An- 
and Renzo Sereno. 


RACE RELATIONS COMMITTEE 


The Committee Education, Training and Research 
Race Relations the University Chicago, cooperation 
with the American Council Race Relations, conducting 
inventory research race relations and minority group 
problems, order make available information current 
research which will value persons and agencies 
carrying research, and also those engaged action 
programs the field. 

planned issue quarterly bulletins describing cur- 
rent and recently completed research projects. Two bulle- 
tins have already been issued, dated June 30, 1948, and 
December 31, 1948. The inventory bulletins carry accounts 
two kinds: (1) descriptions studies reported answer 
the inventory questionnaire, and (2) abstracts studies 
contained published articles, pamphlets and books. 

All those who are engaged research racial and cul- 
tural relations are invited write the Committee for 
the inventory questionnaire, which they can report studies 
already completed progress. The address is: Committee 
Education, Training and Research Race Relations, 
The University Chicago, 4901 Ellis Avenue, Chicago 15, 
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Reviews the Literature 


Human Relations the Restaurant Industry, William 
Foote Whyte. McGraw-Hill Book Company, Inc., 1948. 
$5.00 

his introduction (page 30) Professor Whyte says: 
“The only hope for management solving its personnel 
problems lies the growth understanding the restaur- 
ant organization evolving system human relations. 
This book designed present framework for thinking 
effectively those terms.” Actually Professor Whyte goes 
farther than the presentation such framework. Sec- 
tion the book, “Human Elements Supervision,” 
consists chapters each which more less specific 
behavior are laid out means which supervisors 
can deal with various types problems human relations. 
Many examples both poor and able supervisory behavior 
are set forth this section and other sections the book. 

The introduction this book consists three chapters 
which synopsis the organization set forth. The first 
chapter, Restaurant American Society,” gives 
brief picture typical day restaurant, followed 
discussion the place the restaurant American society. 
The second chapter, “Status the Restaurant Industry,” 
will discussed later. The third chapter, “The Human 
Structure the Restaurant,” points out that the difference 
the working situation restaurant worker compared 
with factory worker lies the fact that the restaurant 
worker subject the demands two sets bosses, his 
supervisors and the customers, whereas the factory worker 
subject only the demands his supervisors. then 
traces the growth restaurant through five organizational 
stages. The first these stages that the small short- 
order restaurant operated the owner and two employees 
with division labor. the second stage, there staff 
cooks, dishwashers and waitresses with the owner super- 
vising and helping out here and there where needed. the 
third stage the number employees and the specialization 
the work has increased point where separate class 
supervisors necessary: service supervisor, food-pro- 
duction supervisor and supervisor dishwashers. Checkers 
are also employed check bills and food portions. the 
fourth stage, runners are necessary carry food from kit- 
chen pantry, pantry girls serve the waitresses and addi- 
tional supervisory levels. The fifth stage that the chain 


restaurant. With the increasing complexity organization 
represented these five stages, problems human relations 
and personnel become more important. the later stages, 
the manager can longer close contact with his entire 
staff his customers but must depend the ability his 
supervisors. The increasing complexity organization natur- 
ally provides greater opportunity for friction arise. 

The second section the book, Kitchen Cus- 
tomer,” takes turn the various groups employees 
large restaurant: the kitchen staff, the runners, the service 
pantry employees, checkers, waitresses and on, and dis- 
cusses with many illustrations, the types problems hu- 
man relations that arise within each group and the rela- 
tions one group another. Methods which such prob- 
lems were solved the supervisors the workers them- 
selves are set forth some detail and should make very 
useful reading for restaurant management. The influence 
relationships certain physical elements the working en- 
vironment, such high counters opposed low ones 
the pantry, system spindling written orders opposed 
giving verbal ones, are considered. 

The third section, Restaurant Social System,” 
deals with such subjects “Friends and Cliques,” changes 
status, race relations, unions, and their effects human 
relations restaurants. The chapters this section well 
containing many references specific events observed 
the course the study whence came the book, also show 
how various situations were handled successfully and unsuc- 
cessfully supervisors and deserve careful study those 
faced with similar problems. The chapter race relations 
should especial use those states having F.E.P.C. 

The fourth section has already been briefly considered. 

The book the result series studies conducted 
the Committee Human Relations Industry the Uni- 
versity Chicago, which Professor Whyte was mem- 
ber, with the cooperation the National Restaurant Asso- 
restaurants and not the product library research com- 
piled from multitude questionnaires. directed to- 
ward problems that actually occurred observed some- 
one who was the spot, saw what happened and also could 
ask the participants about it. Since new problems human 
relations the restaurant industry were studied, not 
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HUMAN ORGANIZATION 


unnatural that the study should useful persons con- 
fronted with such problems. 


reader unschooled sociology will unfortunately have 
some difficulties with the book. Its usefulness impaired 
that two systems analysing the material presented are 
used with clear explanation how each system an- 
alysis applied the material. times Professor Whyte 
describes his material terms “status” structure sim- 
ilar that developed Warner and his associates the 
Yankee City studies, essentially static terminology though 
often used describe dynamic situations. other times 
origin action-response type description used. No- 
where does Professor Whyte explain how one can determine 
whether any given individual occupies one status another. 


his “Working Bibliography” reference made the 
Yankee City Series, but reader will hunt vain for any 
reference that will enable him understand origin- 
response descriptions, unless reading his Street Corner 
(which referred the “Working Bibliogra- 
phy”), comes across references Measuring Human Re- 
When the two types analysis are combined 
Whyte’s restaurant study confusion results. The difficulty 
with the “status” description that symbols become attached 
the status, and soon the observer looking the symbols 
rather than the human relationships that give the symbols 
any importance they may have. page 34, Professor Whyte 
refers “the prestige value the materials being 
significant determining status. Having decided purely 
symbolic basis that one individual superior another 
status, there marked tendency interpret observed re- 
lationships the light this decision several instances, 


Street Corner Society, William Foote Whyte, University 
Chicago Press, 1943. 

Measuring Human Relations, Eliot Chapple, with the col- 
laboration Conrad Arensberg, Genet. Psychol. Mon., March 
22, 1940. 


far can told from the description events. Pro- 
fessor Whyte labels certain actions “origins actions” 
because has decided the person acting had superior status, 
when from impartial examination the evidence pre- 
sented, the actions fact would seem 
lower status, (see pp. 51, 52, and for examples). 


Where Professor Whyte deals simply with social relations 
terms “origin action” and “response” “termina- 
tion” and frequencies relationships between individuals, 
presents dynamic picture the structures human re- 
lations, giving due weight both the hierarchical structures 
within the system relationships and the patterns changes 
relationships they occur. only fair state that 
Professor Whyte apparently appreciates this, for ar- 
ticle more recent date than the presents 
analysis his restaurant material free from the details oc- 
casioned his previous attempt combine the two systems 
analysis referred above. 


page his book, Professor Whyte states: “How- 
ever, discussion financial controls beyond the scope 
book human This statement indicates one 
gap the restaurant study. attempt was made study 
how large operation, especially perhaps chain opera- 
tion, human relations are influenced reliance top man- 
agement upon accounting reports and procedures. Similarly 
the entire purchasing aspect restaurant operations ig- 
nored. 

Thus the book will most value those concerned 
more directly with immediate operations the industry and 
not such importance top management the larger 
organizations. 


The Social Structure the Restaurant, William Foote 


Whyte, American Journal Sociology, Vol. LIV, pp. 302-310, 1949. 
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